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INtmOUUCTIOK 

F«raonnol ftoi&tlnifttration may b« (iafinad as 
scianca ol gatting bhlnga done Uirough the planning, aupar-> 
vision, direction, and coordination ot huiBun beings and 
thalr activities." Thera are several Holds oi knowledge 
whlcl) contribute to an administrator’s understanding o£ 
people and of the reasons they act tho way they do. It is 
one oi the purposes of this thesis to present materials 
gathered ircsn these various i'ields and to oiXer ttiem in such 
a way as to be usei'ul to a specific personnel administrator, 
namely the Industrial Pelationa Section and its staff in any 
Kaval or Mai'ine Corps establishement. 

In tile past few decades, tiia entire concept of person- 
nel administration and the management of human beings has 
imdergons rs volutionary changes. There has been an increas- 
ing emphasis on the Importance of selecting, screening, and 
training of personnel in order to place these men in Jobs 
so as to gain tho greatest possible benefit both for the 
men snd Uie orga^iixation concerned. This work has been 



U. S. Mavy, Bureau of Personnel. Personnel Adminis - 
tration >{ Washlntt ton. 1>. C.: D. S. Qo vernaehi; H’l’nt Ing 

Office, 19^9.) p. 11. 
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t«ri 30 d ”hiua«in onginottring." 

There la no epperent reason why the basic behavior or 
Karine Corps personnel should dllTer from the behavior of the 
civilian population except^ of course^ in time of war. Hence, 
Uie conclusions which have been gained and adopted by 
civilian human engineering can be just as aptly applied to 
Marine Corps and Civil Servloe personnel as they work cldo 
by side in peacs time for the achievement of a common 
purpose. 

Much of the current Marino Corpe thinking and plan- 
ning on the subject of personnel administration la basod on 
this principle and this thesis leans heavily on civilian 
experience and advice in arriving at Its conclusions con- 
corning the particular section of the Marino Corps Air 
Station at Cherry Point, jforth Carolina which will be 
discussed. 

This introduction la written primarily to formulate 
the problem of the thesla and Its reason for being-- IShy have 
an Industrial relations section? What are Its purposes and 
duties? What benefit can be gained by the Marine Corps 
from such a survey as this? Tho paper will attempt to 
answer these questions. It continues with a description of 



George D. Halsey, Handbook of Personnel Management 
(Mew York: Harper and Bro thorsTT^TT# p. 
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tho orgiuilsatloii and adislniatratlon of th« dapartsi«nt« as 
aaparatio units, acoon^anlsd by criticiaeis of each particular 
section* Poilowlnfj will b© a siiasmatlon of the critlolama 
in an effort to coKpile then into one ooispaot and utable 
unit* 

It is the intention of the writer to break down the 
entire Induotriai Kelationo Section of the Air Station into 
its component parte, take each separate part of the whole, 
point out eervicee it performs, its deficlenciee arui mal- 
functions (if any) and make recomendatione for the remedy 
and adjustment of each function so that the organisation 
can pperato with the efficiency and precision traditionally 
found in Marin© Corps organisations* 

t 

The primary piirpose of the Industrial Relations 
Section in any Paval shore establishment, whether it be 
Kavy or Marine Corps, is to act as a liaison agency between 
the military and the Civil Service personnel* This unit is 
"...the oil on the troubled waters of administration" and 
acts as a mediator between laanagesaent and labor in connection* 
for example, with military rules and regulations as opposed 
or compared with the civil service controls. It serves both 
management and labor in an advisory capacity on such 
matters as employment, employee services, labor relations, 
safety, civilian training, and oaployee association activi- 
ties. The Board of Civil Service Examiners is also a part 
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ot Industrial KeXatlons Soctlcn actlvitloc. This board 
ia a very lEsport&rit part oS: the empXoyKent function of the 
InductrlaX PeXatlona section. It receives, cXassifies, end 
passes on the quaXlfi cations of applicants seeking eispXoy- 
laent with the governRient of the United Btates as oiviX 
aervlco workers. 

Poj' tho purposes of this paper, the terms "Industrial 
nelaticns" and "Personnel Admlnletratlon" will be considered 
as synonynous, and, in actuality, each, as used In tho 
Marino Corps, is an lntegi*al part of the other. One cannot 
differentiate between the two categories except In tho very 
mirrow oom^lno* of an exacting definition.^ 

Personnel adialnlstration is an over-all term which 

covers many area* of human endeavor in related fieldo of 

5 

organising; and influencing huaum behavior. 

The persomiel admixU-Strator oi' any organization, 
civiliaxi, ailltary, or a ccsnbln&tlon of tho two groups, is 
concerned with at least those five pertinent factors, as 
listed below, as a basis for a well roimded unit. 

3 

Employee » « Handbook , U. S. Naval Air Btatlon 
( Jacksonville, P I'orTda: ) , p. 6. 

^^It is the belief oi the author that the two fielde 
of endeavor are so closely related that they cannot be 
separated without destroying the mutual association the one 
lends to the other, and aspecially as the two terms are used 
in the Baval Civil Service field. 

^Schuyler Dean Hoslett, Human Fao tors in Manof^.ement 
(Parkville, Missouri t Park College Press, p*" 3§. 
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KOyiVAflOW . or jotting iiKilYldualt, singly or a* a 
groups to put iorUi thsir bast eli'orts an<i to axert 
thaaisolvas in order to acoospllsh tbair assigned 
tasks* TMb word oarrias with it tha general conno- 
tation oi a "will to accoa^lish*" and s^ay be dai'inad 
as tha prasanca of circuinstancas which stisiulata 
action toward a goal or objaotiva* It is tha purposa 
or those in positions oi authority to pr>ovida tha 
elrcumstanoes which will stimulata this noaded 
action, thus motivating tholr personnel toward tha 
goal or objective oI tha organisation.^ 

2* LSAhERSlilP * tha tachntque o£ instilling loyalty and 
common purpose in indlvidtxals. header ship is 
behavior which aiioots the behavior of others and 
which is eitployed by the leader to shape the actions 
and attitudes of his followers* Good leaderaliip 
requires good attitudes on the part of the leader. 
Supplajaenting these are certain skills and Knowledge 

which can be acquired by study, practice, and 
7 

experience* 

3* TOAIHINO , tha principles by wlilch Indlvidualo can 
best be taught to do Epeciflc and coaq>lox duties* 

^Personnel Adsainlstratiog (Washington, D*C»: U* S. 
Covernsient Ku'intlng^oTITceT'T’^W)* P* 20. 

p. 18. 
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!£'ho now noed Tor training w&a Indlcatod during tho 
early part of World War XI» and modem training 
techniquea were developed by the concerted effort of 
both £ailitaz*y and civilian exports, 'draining re- 
quirements do not rmiain static but are constantly 
changing aa new machines and procedures are dis- 
covered and Introduced. 

The objectives of the training program must be 
clear* conciae* and concrete so that the best possi- 
ble methods may be brou^^ht to bear on the cosmon 
problems. The training problem is hi£^y compli- 
cated by the individual dlfforencea of the people who 
are seeking employment. Some Indications of those 
differences may be gained through the use of various 
tests* but test scores can never be regarded as 
final. Present learning must bo related to past 
experience. Social and physical environment exert 
great presstire on the learning process. Motivation 
usually stems from a combination of many factors* and 
tends to control the individual behavior in the 
learning process. The Individual's level of aspira- 
tion and the desire to attain a certain goal must be 
stiioulated before learning can have meaning and pur- 
pose for learner.^ 

^Ibid.. p. 43. 
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0H0AKI2A1IQK . the auslfc^iuaent o£ lndlvidual» to certain 

taclca# duties^ end aasoclatad reaponslbilltles 

according to a hiorarcMcal roXatlonshlp and ** chain or 

command." Organisation ie not a rrasicwork aloncj it 

is also tba lealntsnanco of balance* prooiaion* and 

harmony in tho functioning of tha coordinated parts. 

Organisation is the iceans or process of coordinating 

tho efforts of individuals into a comaon unity of 

enterprise. Coordination is thereforo tlio first 

principle of organisation* and all of the other princi> 

pies developed in the crucible and science of 

organisation become* in actuality, subprinciples of 

9 

the primary one. 

PISCIPiilNE * this word has come to carry wltli such a 

tone of arbitrary authority and faaraii reprisal that 

its more acadatnic meaning has nearly been lost* 

fhe persozmol aihsinistrator muat take a more 

practical and objective approach to the subject of 

discipline and look upon it as subjection of tho 

individual to a control exerted for the best interest 

10 

of the group as a whole. 

9 

Ibid ., p. 45* 

^ ^md .. p. 20. 
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Another eource of information deflnos ditioiplind a» 

...tho attitude that wox'^kera hold toward organlaa* 
tion rules and suporvision. discipline is said to be 
good when sstployoos follow willingly tbs rules of 
their superiors and the various rules of the company* 
Discipline is said to be bad when employees olther 
follow rules unwilli]^ly or actually disobey the 
company regulations*^^ 

While the Industrial Helations Section is concernod 
with every aspect of dealing with people as groups* it is 
mainly and fundamentally concerned with them as individuals* 
froBi their procurement* clacslfication* and evaluation to 
the maintenance of their personal records* 

An important fact about individuals is that they 
differ one from the othor In nearly every respect tliat can 
be measured* While recognising the importance of these 
differences* we are often not aware of tho endless variety 
of ways in which people do differ* not how much they may 
vary in oertaln specific respects* 

Modern psychology has developed motiiodo for tho 
etudy and use of Individual differoncos* and a knowlodgo of 
these methods is an important asset In the direction and 
adw inis tra tion of employees, no natter what category they 
8say fall into* industry* government* or xaiXitary* 

Industry has used the findings of these studies to 
groat advantage. The increasing variety of tasks and skills 



Michael J* Jucius, personnel Management * (Chicago; 
Richard D. Irvin, Inc., 1947)» P» 
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demanded in industry ha» required an ovar-incraasin^ 
divoralty of workera* abilities. r>inc« there are not many 
people who can nastar stora Uten a few of the spocialiaod 
talents, it is nacosaary to find t^ioaa individuals who do 
have or who can davelop additional specil'io abilities* 
hecOi^nltlon of the diffarenoas in individuals i® the first 
stop toward tmkln^, uso of« or devaXoping spooial talents* 

The military aarvicaa, and tho Ifarino Corps and Kavy 
aspaoialXy, require a wider variety of abilities and talantc 
than will ba found in most Industries* ^«rafore« the 
knowledge and use of individual differences is of g2'«at 
significanea for those who deal with llavaX or civil servlca 
parsonnoX in a leadership or administrative capacity. 

Such is the scope and dlvarsltlas of interest that | 

\ 

fall to the lot of tho Industrial Itelatlcns Section. Its 
Job is one that is full of posslbllltlas for the smooth 
oparation of all the civilian itmctlons in any military 
establlahment* A good organisation can sot the tompo and 
raflect the well being and satiafcctlon of tho entire 
populace of the base. Grievances and complaints aro at a 
minimum, production is high, and efficiency is apparent to 
all* 

fhoee subtle but significant factors determine 
whether the Industrial Bolatlons Section is a positive, 
negative or neutral force on tho dynamic a of coordinated 
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human ondaavoi*. For some roaaon--not luily understood by 
moat or ua— whore there la a wolX organlaied ccmipetently led 
Industrial Helatlona Section, the Commanding oriicer of that 
particular installation will have tiise to run his Station 
aa It siiould be run In a manner befitting an officer of his 
superior rank* Where the Indiis trial Bela lions Program 
fails, or the Industrial Bela ti one Officer is incompetent, 
the CoBsnanding Officer will, sooner or later, find himeelf 
so entwined in the complexities of human relations that he 
will seXdom be able to extricate himself long enough to do 
any other useful work* He becomes both Judge and Jury of 
the Civil Service Program and before long the civil service 
and the military programs have become so hopelessly 
Jumbled that it usually takes a m^jsoth reorganisation in 
ttie Industrial Relations department to right the installa- 
tlon once more so that it can function in the manner it is 
supposed to do* 

A sjaooth, well orgaxiisod Industrial Relations Pro- 
gram is a prime requisite for the over-all well being of 
any military installation where civilian personnel are 
used to assist and supplement the necessary work of that 
installation, ^is is not to say, however, that this one 
particular section carries the burden alone. It is but one 
of the cogs in the machine to produce the end result of 
excellent service. 
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The Industrial Rolatlons Saotlon is a service depart- 
uentf repeat, a service departstant. Its service is in a 
stair capacity only. The success of any industrial rela- 
tions program depends upon the quality oi the Service which 
is rendered and the degree oi reception and application oi 

the tested principles, policies, and procedures evolved in 

12 

the field oi personnel adioinistratlon. 

Up until this point an eiiort has been made to explain j 
the functions, in general, of all Industrial Relations 
Sections, no ieoatter what typo oi a military Installation 
they serve. In the main, UH>lr over-all iunotione are the 
same - -Service to the individual . 

From this point iorward, it is the intention oi the 
author sjnd the px^rpoae oi this thesis to measure and crltl- 
cito the Industrial Relations Section oi a specific mili- 
tary installation, the Marine Corps Air Station located at 
Cherry Point, Morth Carolina, in an effort to evaluate a 
functioning organisation. It is an organisation that, in 
the past, has moaaured up to all standards as promulgated 
by higher authorities. 

It was the author's pleasvkre to have the experience 
of serving with the Industrial Relations Section at Cherry 
Point, Korth Carolina and to become familiar with the 

12 

Service , U. S. Havel Air Station, Quonset Point, 

R . I . # 1911?^, P» 3 • 
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The suggestions, criticisms, and addenda to the 
Industrial Relations Section as oriered by this paper are 
the results oX conversation and correspondence with recog- 
nised experts in the Xleld oX industrial relations within 
the Baval establishment, personal experience, and extensive 
research in industrial publications, supplemented by visits 
to various and sundry Industrial firms located in the 
Columbus, Cincirmati, Cleveland area* 

A recent visit by the author to the Marine Corps Air 
Station, Cherry Point, North Carolina, disclosed that ac»ne 
of the ideas incorporated within this thesis arc already 
being submitted to higher authorities for approval* 



CliAPTER II 



THE IMDOB^-RIAL BBLATIOHB L'BCTIOS 

Iho piirpos» ftixi alsslon or the Industrial Relations 
Section 01' any Kaval or Marine Corps shore ostablishaent le 
to assure the continuous operation oI a sound civilian 
personnel progricti in conjunction with Ui© ndlitary require- 
ments of that particular shore Base* Carrying out this 
mission during the war and postwar years has been a challeng- 
ing and interesting task. 

The Industrial Relations Section is, truly, the 
civilian eciployees* department* Anything that affects a 
civilian eiaployeo in his job touclies In some way one of the 
departments oX' the Industrial Relations Section. 

Since people have always been with ua, one might very 
well be under the impression that there has always been a 
personnel office or section to take care of the multitude 
of needs and desires of the individual civilian employee. 

Such an Impression is entirely erroneous* In fact, this 
type of personnel administration for tl)o Kaval service Is 
relatively new In comparison with other military functions 
that are performed to assure the smooth operation of the 
shore eBtabllshments* Only a few short years ago was a 
separate depar^aent for civilian personnel administration 
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established. 

In 1938* t.h© President oi the United 5itatds by Execu- 
tive Order directed each Department oI tlid Executive Branch 
of the Oovorncscnt to eetabiisix a divlalon for Personnel 
Supervleion and Management. The Mavy did set up such a 
pereomxel olXloe. The above mentioned olTlce> the Personnel 
Bupervlelon and Management Office was subsequently renamed 
the Office of Industrial Helations. At all of the Naval 
and Marine Corps shore establishments such as the Marine 
Corps Air Station^ Cherry Point, North Carolina, there are 
subsidiary offices established to function under the title 
of "The Industrial Relations Section.” 

The Industrial Relations Section is concerned general- 
ly with the position oX the worker and his relationship with 
his employer, the United States Government and more 
specifically the Kavy Department, including all contacts 
between <^ployees and all levels of management connected 
with and growing out of employment by the government. 

During the latter part of lorld War II the lai*ge 
number of directives fiism tho Navy Department, the civil 
Service Commission, and other agencies caused the numlxer of 
Kaval Civilian Personnel Circulars to beocaae so numerous 
that it was difficult for anyone to keep up with current 
directives. Often, very often, one circular would modify 
or suspend entlx*ely other circulars to tixo extent tliat It 
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bocAine extremoly difficult to nscert&in what instructions 
wore current and which ones wore no longer applicable. 

In 19U4* <^11 civilian personnel circulars and direc- 
tives were gathered and coaiplled into a single book of 
"Civilian pereonnel Letters and Dispatches" and those 
formed the basis for the preparation of a ruanual known as 
"Kaval Civilian Personnel Ins tract ions*" This publication 
is co^anonly known throughout the Kaval Service as the 
"HCPI" and will be referred to as such from now on. At the 
present time this manual Is published in two volumoo, loose 
leaf notebook type of manual and kept up-to-date by substi- 
tution of revlood pages. A sepai*ate "instruction" is pro- 
vided in the asanual for each of the major fields of person- 
nel adoilnistration. Each individual section should be 
maintained by a subject expert for raximum reliability of 
the publications. Through these Instructions Uie Industrial 
Kslatlons Cection is able to meet its responsibilities for 
developing and interpreting the civilian progx^ and 
polio ios for that particular establishment. 

The KCPI is truly the Industrial Eelatlons Officer* s 
guide and bible. It states very specifically and emphatical- 
ly }}ow the Industrial Helatlone Section will funotlonf and» 
for the sake of clarification, the author will endeavor to 
summarise the dittlea of this particular section so that a 
definite idea can be gotten by the reader as to how exacting 
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«xi<a n«e«8B«ry this typo or work is to tho over-all perform- 
ance ol the civilian personnel of imy military establiahment. 
After the summation of the responeibilitiee of the section* 
a breakdown will be irw.de of the section into its component 
paurts* for example* training end safety* then each individu- 
al unit will ba taken and analysed as to its ftmctions and 
idiat can be done to make the imlt any smoother or more 
efficient. 

yho KCPI givee certain responsibilities to the 
Comcwnding Officer of any Kaval shore establishment to be 
carried out* usually* by his appointed representative* the 
Industrial Kelations Officer. The scope of industrial re- 
lations functions within each shore activity will vary with 
the else of the activity. The following basic transactions 
and records are considered escential to proper aaringeraont, 
but are not a limitation on any broader personnel program 
which may ba desired locally. A minimum industrial rela- 
tions program required for proper administration of all 
shore activities employing civilians includes all actions 
needed to accoapllsh the followlngj 

1. Vake job analyses and request establishment of wage 
xwtes for ungraded positions. 

2. Process necessary personnel action forms. 

3* Act upon requisitions for personnel and effect 
appointments. 

i).. Negotiate transfer of personnel from other Federal 
agenoloa and from oUior Uavul activities. 
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5* X«gotlftte reinstatement or roappolntaont of former 
employees • 

6* Restore to duty lorcter employees with reemploymont 
rights. 

7. Counsel and advise line activities on classification 
matters and act as liaison with Area Wage and 
Classification Office* 

0. Administer on accident prevention program* 

9* Assist in making decisions as to whom to appoint, 

promote, change to lower grade, reassign or separate* 

10* Establish standards of discipline and review all 
disciplinary actions. 

11* Assist line management in placement of employees to 
Insure maximum use of skills* 

12* Administer employees* efficiency rating systems* 

13* Prepare reduo tlon-in-f or ce registers and carry out 
the procedures Incidental thereto. 

14* Establish leave administration policies and review 
their application. 

15* Administer grievance prooedureo* 

16* Maintain personnel folders, efficiency rating 

records, position control files end records, and pre> 
pare reports as required* 

17* Maintain up*to«>date files of civilian personnel 
instructions, such as KCPI*s, circulars letters. 
Federal Personnel Manual, and local regulations and 
orders, and require that officers and employees 
who are responsible for personnel operations know^ 
the basic provisions of such instructions* 

16* In accordance with provisions of the Employee 

Development Program, conduct training programs as 
required to meet the needs of the activity* 

19* Assist management in alX employee t^oup dealings* 
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20, Furnish counsollng and advisory sarvlooa to 
voterans. 

21* Advise employees as to their retirement and Injury 
co«qpons«tion rlgiits* 

22. Administer services, such as food and woirare* 

23« Administer Incentive end bonoliclal suggestion 
programs. 

21i.. Administer loyalty programs.^ 

In order lor this section to meet the requirements ol 
the HCPI, the various limctlono which the Industrial Hola<^ 
tlons Section have been catalogued and the section broken 
down Into these divisions. 

1. The Industrial Relations Ollice. This unit con- 
tains all ol tho administrative personnel ol the entire 
section, within this olllce the tes^o ol all tho other 
ofrices Is controlled. 

A. The Industrial Relations OlXicer 

B. The Assistant Industrial Relations orflcer 

G. The Employment Superintendent 

D. Bmployoe Services 

E. Board ol Civil Service Examiners 

P. The Administrative OlXlce. 

2. The Training Section 

A. Apprentice Training 

1. On the job training 

2. Academic training 



^U. S. Mavy, Havel Civilian Personnel Instructions , 
Section 125*3*‘2-a. (Washington, D.C.: Oovorxaneht yrinVihg 
omce, 1948}. 
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B, In* true tor 1‘r alnine 
C • Supervisory Training 

3* The Industrial Safety Section 

k* Safety Engineering Branch 

B« Safety Education Branch 

C« Accident Analysis and Statistics Branch 

D. Injury Cosapensation Branch 

The above breakdown is designed to enumerate the 
major duties assigned to each particular department of the 
Industrial Helatlone Section at Cherry Point, North Carolina. 
Subsequent chapters will be devoted to each Individual 
section In an effort to bring out into the open any maX- 
functions of tiiat section that are apparent to the author. 
Constructive criticisms and suggestions as to how a unit 
that is functioning at an average level at the present time 
can be revamped or accelerated to produce the came end re- 
sult in a shorter period of time or more efficiently with 
the resultant of time and money saved. 

There is one more aspect of tlie Industrial Eelations 
Section that should bo brougtit to the attention of the 
reader and that Is the explanation of the staff relation- 
ships that exist in such an organisation as tills. It is 
essential tliat proper organisational relationships, which 
should be established and maintained between the Industrial 
Relations Department and the operating departments and 
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other units as well as with the cotunandlng olllcer o! a 
shore activity, be clearly undaratood. 

"There are tiireo typoa of organisational relation- 
ship which should be utilised to effectively adsilnlster and 
operate a chore activity, Those are "line," "staff," and 
"functional control" relationships . The Industrial Rela- 
tions Departi^ent exercises staff and functional control re- 
lationships with other dopartn'.ents but never exercises line 
relationships, except with personnel assigned or attached 
to the Industrial Relations Department, 

Line relationship is the relatlonahlp which exists 
between a superior and his subordinate. This is the "boss- 
ing” relationship, such as work asslgmsents to subordinates, 
check-up on performance, and administration of discipline 
If necessary. The commanding oX fleer of a shore activity 
is the top line offlclcl. 

Staff relationship is an advisory relatlonahlp imder 
which there ie no responsibility for action but only for 
the accuracy of information and soundness of advice and 
assistance furnished by the staff department or unit. The 
determination by a lino official that certain employees 
need training Is a line matter, but the Industrial Hela- 
tlons Department funo Ilona of advising the line officials 
as to the method and execution of training best suited to 
the case constitutes an example of staff relationship; 
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howttver^ the Industrial Helations Dopartxsent doss have a 
lino responsibility as concerns the related Instruction 
phase ol the training plan. 

Functional control relationship la control over the 
policy and method to be lollowed by an individual or group 
even though the Individual or group reports to lino 
officials. The ’’bossing" relationship remains with the 
line despite the control exercised over policy and method. 
Functional control is exorcised by the Industrial Relations 
popartiaent when it performs initial screening of employees 
for referral to department heads, shop masters, or other 
line officials. The Industrial Relations Officer mist be 
responsible for control of policy and rsothod !£’ he is to 
maintain the minimum standards of the shore activity. 
However, the final selection of a given employe© for a 
specific position le a line decision to be made by a "line" 
official; i.e., departzoent head, shop master^ loadlngnan, 
etc. It is important that the lino official rather ttian 
the Industrial Kolationo Officer make this doclelon if the 
line official is to succeed in "bossing" the employee. 

Tho Industrial Relations Department functions for 
all departnento or units of the activity, and basic func- 
tions of the Indxistrial Bolatlons Department should not be 
assifhed to or duplicated In U>e other individual 
departments or imite of the activity. In Kaval shore 
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ftctlvltlda the Xnciustrlul Helatlona Officer reports 
directly to the coisraendina officer of the chore station. 

She Industrie! Helations D«psrt»ent le a staff or 
* service* organization which exists lor the primary 
purpose of serving all executives* department heads* 
civilian supervisors and employees.^ 

The Industrial Relations Department* in discharging 
Its responsibilities* serves only In an advisory capacity. 
The concept of industrial relations as an advisory function 
la predicated upon the ultimate responsibility of the lino 
supervisor for maintaining sound employer-employee relation- 
ships* as well as for production* maintenance and other 
operating phases of his Job. Within the limits of his es- 
tablished authority* each officer and civilian supervisor 
in the line organization shares the responsibility for 
industrial relations— a responsibility which cannot be 
wholly delegated to anyone else. The Industrial Relations 
Office and hio staff reprocont the cosm:andlng officer In 
advising and aiding the various levels of management in the 
formulation and administration of policies affecting 
employees and their relationships to supervisors. In the 
performance of hie duties* Uio Industrial Relations Officer 
should enhance* x'ather than weaken* Uie position of all 
other supervisors and executives* both officer and civilian* 

S. Haval Air Station* Employe oe * Handbook 
(Jacksonville* Florida? The Air Bta'tlo'n), p".™ 6. 
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Whilo the Industrial Halations Officar mist raoog* 
nl8e and raspect tha rinal authority of other departaient and 
division heads and supervisors in the various phases of 
operation, there is a oorraoponding and aq’Jially binding 
obligation upon thasa lino officials to rocognlss tha func- 
tions of tha Industrial Halations Department and to co- 
operate with it in the closest manner* Officers in super- 
visory positions, shop > atastara and other supervisors are 
responsible for keeping the Industrial Halations Department 
currently infomed through the proper channels of all 
develo|ssent8 with regard to personnel management problems 

and for consulting with it with respect to problems of 

3 

mutual concern* 

Criticisms of the Industrial Pelationa Section 

The InduotrlRl Holatione Section at Cherry Point, 
Eorth Carolina is, at the present time set np according to 
the breakdown as shown in the preceding discussion* 

The Industrlftl Relatione Section as a whole is made 
up of four distinct and separate units, they are ee^loyment, 
employee servloos, training, and safety* 

All of those different eectione have to operate and 
maintain separate files of inforcistlon* All aro directed 

3 

Haval Civilian Persoimel Instructions, inaction 
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to submit ft largft number of records^ reporta, and memorandft 
to higher echelons ojT coasnand, and conaequentlx are having 
ft great deal of duplloation of effort In the compllfttlon 
and aubalaslon of these reports. 

In ordex* to relieve this time and money consuming 
dupllcfttlon of effort, to save a large amount of hard work 
for the ftectlons involvod It Is recommended that a full 
time statistician bo eaployed by the Industrial Helatlona 
Beotlon at Cherry point. This individual should be set up 
In a dapartment similar to the ones already existing In the 
Industrial Halations Section and it should be on the seme 
admlnlstxrative level ae thoee same major seotiona. This 
statlatician should have control of all of the data that is 
nacassary for the compilation of the records and reports 
submitted by the entire section as requirad by tha higher 
authorities. 

To alleviate the time consuming manner in which re<- 
ports ere now made out, to add accuracy, neatness, and 
I'eliabillty to them and to do away completely with the 
tedious process of papar and pencil manipulations, it is 
highly recontmended by the author that a completa Intar* 
national Business Machine installation, or some similar 
machine record process be incorporated as soon as possible 
to servo the Industrial Halations Section and the proposed 
statistician. 
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TiiiB Indlvltiuel, thus equipped will be able to rendez* 
"Trojan^ sorvle* Invaluable to the over-all elficieacy ol‘ 
the entire civllien population ol the base. Through this 
ean*s efforts and knowledge definite and reliable infortoa- 
tion cotild be gained by the establislvsont oi tronde of likes 
and dislikes of trie employees^ (polls and surveys}* knowledge 
of where deficieneies and shortooninge are readily apparent 
to a trained eye* and luartediate remedial action could be 
undertaken to alleviate these shortconlnss* As the situa- 
tion exists today at Chorry Point as far as statistical 
data is concemod* nothing is being done and a person can 
only guess or surmise what will be probable In the future 
as far as work loads and personnel requirements are con- 
cez*ned. Whereas a skilled technician with Uvs proper equip- 
ment could readily ascertain what the probabilities of a 
given situation are* 

The statistical department should* as stated before* 
be on the same adiaini strati ve level as the other depart- 
wents of the section* This is an essential to prevent the 
statistical section from becoming a pawn in the hands of 
those higher up the ladder of cowroand* Under this situa- 
tion the statistician will be in a position to Judge for 
himself what iteas are icq^ortant and no one department will 
be able to usurp the services of the statistical section 
for themselves . 
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Anothor prime requlilto for the *5fcati»tlcfel dop&rt- 
raent If it is to function with Kaxlaum offlcloncy 1», that 
the phyeicfil location of the departraont and machine Inetalla- 
tion should be so located within the Industrial Helaticns 
Section itself and in such a position ae to be easily 
acoaasiblo to all concerned* It should be so the section 
could perfora its laaxlmum service with the mlnltiuia of 
effort on the part of the individual sootlona served. 

Such an installation as the statistical department 
is shown on the orjjanl sat tonal chart for an Industrial Be«> 
lations Section as promulgated by the Bureau of Aeironautics* 
but» for some reason not readily apparent, such a section 
was never thought to be neooseary for the Industrial Kela- 
tlons Section at Cherry Point, Hortb Carolina* 

In the opinion of the author euch an addition would 
prove to be of groat value in adding to the already 
enviable record of the Industrial Relations Section. It 
would moat certainly relieve sona personnel of a tedious 
chore and put it into the hands of qualified experts. 

This section. If organised according to the Bureau 
of Aeronautics chart could be known as tiie Personnel 
Studios and Statistics Department, and be made up of two 
distinct sections. 

1. Statistical records and reports* This section 
could maintain special statistical records (other than 
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nonsAl iunctional Xlleo and records). Tho ssotlon could 
compll# and prepare atatictics and roporta on eaploynont, 
treinlnii, aaToty, benericial suf^astiona, claasiricatlons« 
and spoclal reports regarding personnel functions. Also 
the section could irsaintain a working liaison with other 
Havel activities. Federal activities. Congress, and private 
organisations regarding reporting Instructions and 
procedures. 

Tl:e other section of tho statistical dopartr^nt could 
bo sot up to do special research into particular problems. 

It could give evaluation of statistical data Including 
assisting operating olTlclals in relating nuxtbers of person- 
nel for spoclfio station workloads. It would be able to do 
research in devoloplne; md administering progreias instituted 
by higher authorities in the connection with tho develop- 
Kcnt of work aoaB\xreBent programs involving personnel. Tho 
section can also usslct in the preparation and administer- 
ing of civilian piorsonnel ceilings based upon personnel and 
workload standardn evaluation. Such information as this 
prepared In advance of an emergency could be very helpful 
to the officers concerned In making a good decision when a 
fluctuation of personnel Is suddenly proposed. 

Another major crlticisw of the Industrial Relations 
goetlon at Cherry Point la its physical location in relation 
to tho remainder of the Air Station.. Its current location 
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is in a vary ranota portion of tha Air Station, far away 
£v<m tlia ”beatan path” and ralatlvaXy inaocoaelbla to tho 
majority oX tha civilian workers* In order for an lndl« 
vidual to stake a trip to the Indue trial Relations Section 
ho must plan to spend at least from one to two hours in the 
process* The man must get the permission of his supervisor 
to be away fr<^ his job for so long a period of time and, 
in the main, most supervisors are reluctant to let their 
personnel be gone away frost their jobs for so long a period 
of time* 

The one advantage of having the Industrial Kolations 
Pedtion where it is at the present time is its ready 
accessibility to the public seeking employment* They have 
easy access to the building from a gate leading directly 
off of tho main highway Into the building and do not have 
to come onto the Air Base at all, but, in wy opinion, this 
advantage is greatly outwel£:hed by tho many disadvantages 
that are readily apparent to the already hired civilian 
worker when ho has s problem or a grievance and wants to 
pay a visit to the Induetrial Relatione office for a bit of 
advice* If an individual doesn’t have his own transporta* 
tlon or cannot get transportation furnished to him by the 
Base Transportation Section he might as well give up the 
Idea of getting sny advice for that particular day for 
walking la out of the question* 
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Durlnr^ author's last visit to tho Marine Corps 
Air Station changes in tho ovsr>all organisational set-up 
were being contesipluted by those in charge* Howevery those 
changes were in the organ! aationaX structure and not in 
the imlt's physical location* It is the author's opinion 
if some centrally located site could be round, where it 
would be easy i'or the civilian personnel to have access to 
its facilities and aids, the Industrial delations Section 
would experience a boom in it s services never before 
experienced in the history of Cherry Point. The results of 
this accoleratod sorvico would be easily seen in a bettor 
catloflcd worker, higher noralo, and tiio ond product of all 
U:ose efforts on tho part of the Industrial Holations 
Section, more efficient produc lion , a good yardstick to 
measure the succccc of any program. 

Tho dlsudvcntftges of tho public having to bo escorted 
on and off of tho Air Base, to the Industrial Kolatlons 
Office from tho Main Cato and bad; again can bo readily 
solved by tho ccsl£gnnent of a few cdlltary policeman to 
that duty. At tines like the proeont when there is a fait 
need for the hiring of labor the central location of the 
Industrial Eclatiens would pose oomewhat of a prcbloic, 
however as cocn aa tho current clvilitm coiling is reached 
the flow of pcraonr.ci aocking employment will coon slack 
away end the difficulty would oclve itnolf. 
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Tlia zsftln reason lor the Industrial BeXatlons Ofrioe 
being is f>£RVIGE « Service to the civilian employoe, and it 
ffluet I'ollow ii the employee ie unable to get to the office 
to take advantage of the assistance offered* the section has 
failed in its assigned mission and repercueoions will not 
be long in following. 
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CHAFIEK III 



THE IHDCSTRIAL REMTIOHS OFI^IOK 

Tho Industrial Halations oiTlca at Charr? Point, 

Korth Carolina, contains all but two ol Its major depart- 
manta imdar ona rool. The trainings section and the saiaty 
department are in separata structures but in the same 
general locality. 1%ils compactness makes Xor easier and more 
eiilclont departoental coordination. In the Izidustrlal Ha- 
lations OlXlca ItsoH is contained all the necessary func- 
tions of administration of the section. Tlze units that 
laake up the Industrial Halations office are as follows: 

1. The Industrial Relations Officer 

2. The Assistant Industrial Relations Officer 

3 . The Employment Superintendent 

4« Employee Services 

5* Board of Civil Service Examiners 

6. The Admlniatratlvo Office 

Each one of the above listed units will be discussed 
in turn with the author *s recomendationa, tempered by the 
advice of experts as to what the probable solutions to that 
Individual's particular problems are, what additions should 
be made In personnel or positions, what changes should be 
made In the arrangements of tlse personnel already working 
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In the Industriiil Relations Department ao that auoh a move 
would result In a more even blend o£ peraonalltiea to meet 
the dlfflcultios of administration and the problems arising 
from having to deal with the public # 



Criticisms - Yhe Industrial Relations Officer 



The Industrial Relations Officer acta as a staff 
assistant to the commanding officer of the Air Station 
and is in charge of tne Industrial Relations Depart* 
ment. He should nortcally be a oommiasloned officer. 
However^ when circumstances make it advisable a 
civilian may be designated as tho Industrial Relations 
Officer. The Industrial Relations Officer is directly 
responsible for the efficient operation of the ezaploy* 
ment, employee relations and eervices, training, and 
safety functions as necessary centralized services 
for the entire station. His ralationship to the 
administrative officials and the various levels of 
supervision is of an advisory nature. Bla chief re* 
sponsibllity is to advise and assist tho line organise* 
tion in all matters of policy concerning the civilian 
force of the station, with necessary conformance to 
such policies and procedures as may be prescribed by 
the Havy Department and the Civil Service Commission. 

He shall advise and assist in the preparation of such 
orders and instructions as may be necessary to give 
effect to %hm employment policies of the station. 
Responsibilities for the application of those policies 
rests with administrative heads and supervisors, each 
within the limits of his own authority. The Industrial 
Relations Officer shall be responsible for bringing to 
the attention of the commanding officer any deviations 
from established personnel policies. At Naval activi* 
ties having Boards of Unitad States Civil Service 
Examiners, the Industrial Holations Officer should bo 
tho senior member of the board.^ 

These are tho duties of the Industrial Relations 
Officer as listed by the NCPI. To the layman reading the 
detailed instructions they do not appear to be too intricate 
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ov Involved for an Iridividual oi avera^a Intolliganco to 
stop in and with a JTow day* brlailng take over the coaasand 
and run t^a Industrial Halations Section to the satisfac- 
tion of his follow officers and the civilian amployooa whom 
he will be serving, nothing could be farther from the 
truth than such an assumption as this. 

In the past, offlcsrs in the Marine Corps have been 
taken out of their particular billets whatever they might 
have been, billets from the corttmanding officer of a 
carrier based fighter squadron to a desk Job in the station 
c<»!ipleinont and asaigned the Job of being the Indua trial 
Halations Officer. The methods of selection have been 
varied to fit the situation but, in the main, the ultisiate 
choice of who was to get the Job was that officer who 
happened to be loose and xmascigned at that particular time, 
without muclx thought being given as to what his qualifica- 
tions were and what his background and experience had been. 
That phase of ti'ie assignment of an officer will have to go 
along with the availability of officers and the oxlgiencles 
of the service, however. It has been proven to the author's 
satisfaction, that nothing in a regular Marins Corps 
Officers' career, either as an aviator or a ground officer 
even slightly approaches the experience necessary to be a 
qualified Industrial Holations Officer. From the first 
days of an officers introduction into the service until he 
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Is viitlmstsly rstired will hs llnd en sssiiinraont so varied, 
so filled with a con^loKeratlon of rviles and regulations, 
and so filled with people and personalities. 

In the past It has been the procedure to assign an 
officer to tho billet and let hln sit In the office with 
his predecessor watching the procedures and observing the 
Incuabents* actions for varying lengths of time, but rarely 
for over a period of two weeks. After this short period of 
briefing Uio old officer steps out of the office as re- 
lieved and tile newcomer is left to fare for hlmeelf. The 
officers who liave had this asslgmsent in the past have 
managed to do an excellent job. But they had to learn 
throtigh the tedious practice of trial and error methods and 
consequently a great deal of time and effort was needlessly 
expended. 

When an officer Is assigned to the billet of the 
Industrial Belatlons Officer It Is the author* s recommenda- 
tion that ho be sent to an Indoctrination course, such as 
the course preoented In the Industrial Belatlons Institute, 
Buresku of Aeronautics, Havy Department, Washington, D.C., 
for a period of training prior to his being assigned to 
that billot. Tills course of training would give the officer 
an Idea of what to expect and something of the wide ncope 
that his new assignment will involve. After the comple- 
tion of this course of study, then return tiie officer to 
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the Base and lot him ait in with bis precteceoaor lor a 
period ol time (at Xoaat two montha). With the training 
that he haa h&d, he will have aomo vague idea o£ what la 
happening and will be able to gain much from the dlsouaaiona 
that take place. Xi the incoming oflioer hasn't had some 
aort ol training in Induetrial Belatlona work and Civil 
S^arvice terma« the majority oX the time will be apent in 
explaining terms and deXinitione to him and ho will lose 
alght oX the main principle being exhibited. 

It la a well known Xaot that It takes any person or 
oXXioe In a poaltion oX autdiorlty a very long time to build 
up a reputation oX respect and trust, a reputation on which 
the people whom he works with and for can, roly upon. This 
reputation that is so oereXully nurtured over an extended 
period of time can easily be destroyed in a very few 
minutes out oX Ignorance by a newcomer who does not under- 
stand the basic rules of conduct. ThJle person would not 
coHsmit the act out of malice of forethought but out of Just 
not knowing the right thing to do. Consequently, the 
author's argument for giving the man who must shoulder such 
a treiaendouR responsibility a little more tirac to get his 
feet on the ground and to become a bit more Xamillar with 
the existing regulations and avoid such a mishap aa stated 
above— ruining the entire feeling of well being and high 
morale aboard any station through the ccmmlsaion of one 
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To domonstrato th« unlquo position occupied by an 
Industrial Relations Oflloer, the following Is an excerpt 
taken from a speech presented by a member of the staff of 
the Office of Industrial Relations, Washington, D*C*, to 
members of a class of officers In the Indim trial Relations 
Institute, Bureau of Aeronautics, Kavy Papartment, Washing- 
ton, P*C • 

Many of you are Industrial Relations Officers, and 
quite naturally, feel that you already know what the 
duties of an Industrial Relations Officer are* With 
Justification, some of you must feel that you know a 
great deal more than I* nevertheless, this task is 
mine— and X propose to give you some of my slants on 
this important topic* I will begin with an elabora- 
tion of the obvious* The Industrial Relations 
Offlcsr, 'is always in ths middle*' Ho is In the 
middle between 'labor* and 'management** He is in 
the middle between supervisors and subordinates* He 
is In the middle between the Station and the Community* 
He Is in the middle between appellant and appeal 
boards* He Is in the middle between the 'discontented 
employee' and the 'necessities of produotlon. ' 

To summarise— He is always In the MIDDLE i He can 
scarcely take any action that does not represent a 
compromise between two or more interested parties* He 
is foiled and frustrated* He is badgered and blamed* 

At timos, he must seem to bs in pursuit of half of the 
employees of the Station, while the other half, with 
equal datarnination, pursues hlml 

He Is expected to perform miracles— to walk upon 
the placid waters ol the station— quietly, modestly, 
and, without disturbance to the deep water of the 
Station's Internal operations and wltiiout creating any 
ripples that might splash the shore-line of Its sxter- 
nal relations. 

Hs is quite likely to find himself at fault— either 
wholly or partly for anything that goes wrong, and is 
universally adrsonlshsd to 'keep yoiu* head when all about 
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you are losin^^^ tlielrs taid blaming it on you. ' 

He is expected to know all lawa^ all rogulationst 
all polioiea anu all procedures in exbauative detail, 
and without hesitation, and yet, at the same time, to 
provide broad philosophical or policy guidance to 
anyone who asks it on the spur of the mosaent. He is 
given few opportunities to be wrong with impunity. 

He is expected to persuade others and influence 
their actions in such a way as to bring about results 
which will be, at the sans# tine, satisfactory to mjij 
persons at many levels with widely divergent interests. 
He some limes must feel that he should address all his 
comsninications: * <Pear Sir; and Gentlemen of tiie 
Jury. * He is expected to hold the hand of a tearful 
typist one minute, and address a staff meeting of 
department heads tho next-*»to 'Walk with Kings nor 
lose the common touch, ' and yet ' to dream and not 
make dreams his master. ' In short, ho is to be»-even 
by Rudyard Kipling's standards— »a man,' - yet having 
as far as possible, only the virtues of a man without 
any of the vices.' 

X cannot leave the discussion of the organisation 
of an Industrial Relations Office, however, without 
noting that to tho degree that an Industrial Relations 
Officer is a 'supervisor' he is again 'In the 
middle' as are all otiier supervisors with respect to 
tho resolving of dlfferonoes between the specialised 
interests represented within his own staff. 

What does a 'competently led program' involve? 
Whether your experience has been in clerical operations, 
in administrative or management operations, or, in 
technical or staff operations, you doubtlsss have been 
told — over and over— that 'The Industrial Relations 
Program is the supervisor's responsibilityt ' I 
recently heard a well qualified speaker on the West 
Coast turn that idea around when ho said, 'Manage* 
mont IS Personnel.' 

In developing this theme, he empiiasised the fact 
tliat whatever other obligations may be Imposed upon 
supervision or management Itself, the satisfactory 
meeting of any of those obligations depended in very 
large measure on tho recognition of the fact that the 
bodies, minds, hearts and souls of people are at the 
center of all productive effort. - 
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^hls fact rftnaJLnD truo<»~the Industrial Kelatlont 
orricar v»ho has tha capacity and tha will to do so 
may. In many Instances, provide the catalytic agent 
lor success. He may provide the *knov~how* which will 
turn a mediocre shop Into an outatimding one. Ho 
may turn lallure Into succeas»>deroat into victory* 

He deala with the 'spiritual forces' that make men 
free«>t£iat make men want to do what Is needod<— that 
make men do more than they are required to do. 

Hemesiber that he is a catalyst. He provides that 
subtle Ingredient without which the full function of 
tho principal ingredient comot bo realised. He does 
net achieve his work by a direct frontal attack, by 
the strength of his own arm, by the force of his own 
personality. He creates an atmosphere. Ho coddles, 
nurtiitres, wheedles, pleads, provokes. Inspires. 
Virtually every thing he does Is done through other 
people. Hla principal stock** In- trade is Uio inter- 
action of human beings on each other* 

He strives to create within his Station a favor- 
able cllcr;ate within which: ohannels of communl cations 
are constantly open (horizontally and vertically); 
mutual Interests are emphasised; differences of opinion 
are resolved without resort to emotional bingos; 
people feel secure; subordinates feel Uielr ability 
la appreciated, and, supervisors are confident of 
employee respect. This, as I see it— The Industrial 
Relations Officer is neither "line nor staff,” He is 
both* 

He is not 'a Department Head* - but an Influence 
which permeates and pervades the personalities and 
operations of all departmonta on the Station* He is 
neither judge or Jury,— prosecutor nor defender. 

He ia Justice; 

If you do not believe down deep inside that those 
things are true— I am sorry for youl You should not 
be here; You are not now and never will be an 
Industrial Relations Officer* 



This excerpt servo s to show in a small way the 
multitude of duties that falls to the lot of the Industrial 
Relations Officer. He muat be a man of goodly stature* 
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Ho £iust bo & t&on veil vor&ed in poraonnel work &nd wise in 
the ways oi U)ie vroz^Xd bocauso upon Ma eitiOuXdora rests the 
responslb 111 ties of the well being at;d high tsoralo of all 
the olvillan eiapXoyoes aboard the Air Station. He is tholr 
sounding board and through him they expect justice » fair 
play aiid« above all, an understanding of all the raaiflca- 
tloxis of civil service rules and regulations. 

Tlieee are a few of the reasons why the author 
strongly recomends that a newly appointed Industrial Rela- 
tions Officer be given an endoc trination course in these 
particular rules and regulations. Ho should be given every 
opportunity of 'getting his feet on the ground" before ho 
ie loft on his own and left to fend for hiKself • One 
seldor4, if ever» enootmtors the sai^e situation twice in 
industrial relations wot^k so it would behoove anyone, 
whether he be a newly appointed officer or not, to be a 
thoroughly faniliar with the existing regulations as possi- 
ble, because it is not only eaibtjcresslng to give a wrong 
Interpz'etatlon to a regulation but it is also dotriaental 
to the employee's feeling of secux'ity. The ideal situation 
results when the employees feel that they ore being well 
treated, tltxoir wca^k appreciated, and that they are getting 
the best Infoi'XBUtion available to further their own personal 
futures. When such a situation occurs, oius isay rest 
assured that the production of the Base will be more than 
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expoctedy oornlo will bo high, find grlovanoes and cosiplalnts 
of tho disaablsf.lod omplojeo will bo at a bare mlnlRtuia, 

Tho Aaaletant Indua trial Relatlona 0A"f icer 

The Aeaiatent Industrial Relations Is, as the najste 
Implies, the "junior” Industrial Relations Officer and often 
acts in the stead of his superior. He Is expected to do the 
same things, possess the same deep and profound knowled^^e 
of all the mlnutla of civil service r»ilos and regulations, 
and, at the same time, bo a father conlesaor of all the 
troubles and woes of the civilian population of the entire 
Air Station. The Assistant Industrial Relations Officer, 
more tiian the department head, comes In for a much closer 
scrutiny by the bulk of the civilian employees. He la the 
"leg” man of the department. It Is his duty to do most 
of the contact work with particular individuals on thsir 
grievances or complaints. It makes no difference as to 
their particular rank or statusj lallltajry or civilian. 

Upon the shoulders of the Assistant Industrial Relations 
Officer foils the burden of all tim detail work. Through 
him and his office passes all of tlie correspondence and 
data before It is sent on to the Industrial Relations 
Officer for his final decision. The assistant receives the 
incoming correspondence of the entire section, and it is 
his rosponalblllty to sort tiie various letters, requests. 
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KCPI chungtOf etc., so that the oorrespondenoe la routed to 
the right oirice within the section Tor proper dispensation. 
He sees, reads, and approves aXX outgoing correspondence 
that Is nado up for the Industrial HeXatlona Officer’s signs 
t\ire. He acts as the head of the department when the 
superior is absent from the office or away from the Base. 

His Is a very Important and vital position to the well being 
and the overall efficiency of the entire section because he 
Is the **lo ^ " man of the department! It Is incumbent on hist 
to pay periodic visits to the other sections of the Industrl 
al relations department as he Is charged with the responsi- 
bility ol the cleanliness and upkeep of the buildings of 
the section, he is personally charged with the Havy property 
contained within the seotion (e.g., desks, chairs, type- 
writers, electric fans, etc.) 

From the brief enumeration of but a few of the many 
assigned duties of the Assistant Industrial Helatlons 
Officer one can readily see how important this billot is, 
not only to the Industrial Relations Svoction but to the Air 
Base as a whole. A conscientious and energetic individual 
in this billet oan make the Industrial Relations Officer’s 
job much easier. An able assistant is capable of carrying 
the load of details thereby relieving the higher levels to 
devote their time to policy making rather than to the 
mounting flood of ** snail stuff." 
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Th« biXl«t« to bo properly i'lllod, requires o person 
ol long ozperienco In porsomiol msttors* Ho must have a 
real working knowledge of the correct interpretations of 
regulations as they affect the people in a given situation*- 
when a working man's very som''CO of subsistence is at stake 
he wants the best advice available^ the worker wants to 
know his rights, and most of all, he wants an equitable 
decision rendered In any dispute ha may become involved in* 

Hence, the following recomendatlon is given in an 
effort to give the worker the best possible assistance in 
arriving at an equitable deoision-" ~make the billet a 
civilian Jqbl 

Thle job ic currently filled by an officer of the 
Marine Corps* His assignment to the job followed along 
very much the same lines as the assignment of his immediate 
superior, the Industrial Halations Officer* They were both 
probably selected on the grounds that they wore available 
and unassigned at that particular time. This particular 
procedure of selection forms one part of the argument in 
favor of substituting a civilian in this billet in lieu of 
a military men* Secondly the tours of duty for both the 
Industrial Eolations Officer and his assistant noxvially run 
for a period of two years, and, as it has happened In the 
past, both of these officers complete their tours 
simultaneously and both leave at approximately the same 
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tlm* relatively new and untried jiBopXa in their stead* 

When such an oocurrenoe takes place it creates a tresiendous 
gap and servos to create contusion and uncertainty through- 
out the department* This condition of uncertainty lasts 
until the Incvmbents have had suTriclent tlsie to **get thsir 
feet on the groimd” and manage to get their own partlculiir 
personal policies into effect . 

The author's strong suggestion is that this billot 
be made into a civilian berth as soon aa possible* The job 
calls a man who would be available for duty over an extended 
period of time. Ihis man would atay in his billot as the 
Industrial Helaticns Officers come and go In theix* nozisal 
two year tours of duty* Ho would be available to provide 
the necessary, the extremely necessary continuity frosa one 
officer's regimen to the next* This civilian should and 
would bo well versed in the ways of the Naval Civil Service. 
He would bo a ’’pillar of strength** to the newly appointed 
Industrial Relations Officer* 

There are certain disadvantages to an assignment of 
this type— some people when Invested with authority tend to 
become ei^ii'o builders In their owzi right, but, on the 
other hand, the advantages that would spring from such a 
change as tills far outweigh that defect* Such an action 
would soon become general knowledge and will bo brought to 
a stop post-haste by the Industrial Relations Officer* 
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This Bugg<!i8tlon la not lnton<lod to cast any aaper- 
alona on tho past porforraanco or th« Aaalatant Industrial 
Rolation* OlTicaro at Cherry point. They have don© an 
ezcellent job. However, It is the concensus of opinion 
amon#; the experts consulted that auch a change In the 
orgenlaatlon would be a propltloiie move on the part of the 
Industrial BoXations Department at Cherry Point, North 
Carolina. 

^e Ktaplosaaenfc Divlalon 
*fhe Baploysient Huparintendent 

The divlalon of any Industrial Belatlona Departeient 
Umt is probably most familiar to laost oa^loyees le the 
Employment Division, since every employee le Involved in 
the work of this divlalon at one time or another throiigh- 
out his or her career as a government employee. 

The Employment Superintendent Is the can responsible 
for the functioning and efficient operation of this division 
as well as the final results of the active recruiting and 
placement program. His position and the positions of his 
assistants during emergency periods such as these when 
International crises exists Is certainly not an enviable 
one. Many dersands are made upon the Employment Division of 
any personnel organisation for the continuing recruitment 
and placement of personnel as and where needed in a Blnlmum 
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lunounl or and Uio HmpXoyiaQnt Dlvlalon o£ the l\nrLa& 

Corps Air Station, Ciiorry Point, IJorth Carolln* la no ©x~ 
ooption« Labor (i«.nianda for aklXlod help ai'a at those tintea 
critical in practically all fioids ol the profoBsionai 
skills and suiancos. yacancies 01*0 nunerous, tuz*novor is 
hi^xi, roai^nations ai»o aany, and roplacoiaonts are oxtroiaoly 
dliricult to obtain. All ol these diXTicultisa arc hol^iht*- 
onod by fcho ©ztrowc isolation of tiw Air Station at Cherry 
Point, the Uifflcultiea of obtaining facilities for living. 
Housing Is at a premiusn as well ao saoat of the other 
neoeaaities of life. People are unieilllng to go into an 
anployaient situation of this kind unless there io no other 
alternative and they are forced Into living and i?orklng in 
such an isolated section of the country* llioso factors 
added to the competition from other Interests both public 
and private Industry increases the task of recruiting an.d 
pXacoxent a hundred fold* 

Within the LVaployment Division itself there is an 
organiaational breakdown to take care of the vax'lous fxme- 
tions of the imedlate section, they are: Dsploymcnt, 
Placwmnt, Quallficatlone Standards, Vtage and Classifica- 
tion, and Employee Counsol. Each of these sections will be 
taken individually and discussed as to the functions they 
perforsi and how they add to th& over-all picture of the 
workings of the E*ployjnont Division as a whole* 
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Smployjaent 

Ttiis division rocolvos tiie raqusste lor personnel re- 
quired by the operating forces and must then actively re- 
cruit to find the proper applicanta for existing vacancies. 
Xhey esust receive, review, interview ami qualify all appli- 
cants being considered in regards to their qualifications, 
existing Civil Service rules and regulations, current Havy 
Department procedures, the Veterans Preference Hegulations, 
and many othor necessary items. 

Every application for employment received by the Em- 
ployment Division receives individual consideration and 
handling. When applications are received, they are broken 
down into the following groups] 

1. !Een Point Veterans (Disabled or Pxirple Heart} 

2. Five Point Veterazis 

3. Hon-vetorana 

Each of these groups is then divided into status and non- 
status persons, making six dletinct groups to be considered. 

After Xinal grouping, applications are processed by 
a rating and qualifications examiner and determination is 
msde as to the actual qualifying experience the application 
possesses. After this factor has been established, applica- 
tions are routed to departoent heads for coneidoration in 
filling existing vacancies. Elements of iinportancs that 
must be observed duzdng this processing involves such 
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factors as Vetorans Prafarence and wha thar or not an am* [ 

ployaa has civil service status* These coupled tog^athar 
with many other technical requiramonts, would maka volumi- 
nous reading and cannot ba« or batter, should not be sat 
forth in a work such as this* 

Placetr.ent 

I 

All placement work conducted In the Employment | 

Division is coordinate tltrough the Begional Office of the 
United States Civil Service Comuission* At the present 
time, however, a board of Civil Barvloa Examiners (which 
will be discussed at a later time) is operating in order to 
expedite recruiti^nt and placement of personnel, so tiiat the j 

current local placement progr«tm may bo properly geared to 
sieet accelerated recruitment conditions which have arisen 
as a rosxilt of the international situation* 

In addition to the review of outside applicants for 
placoment, the Employment Olvision is responsible for re- 
viewing qualifications and evaluating levels of experience, 
for internal reassignment s, promotions, and transfers of 
present Air Station personnel, and for making reo<xnmendation8 
to operating officials concerning matters of this nature* 

The Employment Superintendent, as a result of review and 
evaluation of experience and quallficationa, also reoo^ends 
to operating officiala position changes for personnel 
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»Xr«aclly oiuplojed and working on th« Air Station. 

Should it become necetaary at any time aa a reault ot 
curtailed budgets or personnel ceiling to reduce iorce at 
the Air Station, it is the Employment Division which will be 
rosponslble lor the observance oi all teehnioal require- 
aents of the Kavy Pepartaent Deduction in Force Proceduree. 
It establiahes accurate reduction records end registers and 
iairly and impartially administers a Reduction in Force 
program. It is also the unploaeant duty oi the Enployinent 
Division to conduct the displacement oi employees when so 
ordered by the Civil Service ComtrJL salon. 

This division conducts a continuing evaluation oi the 
qualiXioations of employees presently employed at the Air 
Station in order that they may be recoassended as conditions 
warrant Tor promotion, reasaignmex^t or transfer aa the needs 
of the service may dictate. A sincere effort is made to 
insure that ell employees receive fair and ixspartial 
consideration whenever their pox'sonal careers are involved. 

The Employment Superintendent acts as the llalaon 
agent between xsanageicent and the Regional Office of the 
Civil Service Commleaion, the local Boards of the U. S. 

Civil Service Examinera located at the Air Station, the 
U. S. Employment Service, the State Employment Service, and 
with all poaaiblo placement and recruitment aources. 

The establlahfljent of the now "indefinite" Civil 
Service regulationa and authority, however, haa made 



reorultaent considurabX^ mor# difficult, a« it Is no longer 
possible to guarantee an oiaployoo a stabilised career pro- 
gram within the Kavy in view of tliese regulations. Since 
probational appointments are no longer pemlsoible under 
current legislation, many highly qualified technical and 
solentlflo personnel who would otherwise accept positions 
with the govornaicnt ore reluctant to do so under existing 
conditions, and the recruiting and placement program has 
been greatly retarded as a result. 

Quallf icatlons Standards 

It is the responsibility of the Employment Division 
when Uio need arises to develop and x'ecoixaend to the 
Regional Civil Dervioe Director's Office sdniBeura and desira- 
ble qualification requlroinents for filling pooitlons at the 
Air Station whlcii are not already covered by established 
standards. Current standards exist for many federal 
positions as a result of Civil (5ervlce Bxaislnatlon Announce- 
ments, but there are also many positions for which quali- 
fying experience has not been standardised. When positions 
are established which fall under this category, it Is neces- 
sary for the Employment Division concerned to establish 
necessary qualifying levels of education and practical 
experience and training to enable an applicant to succeas- 
fully perform the duties of such a position. Tiiess 
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standards are then provided to tho Keglonai Office of the 
Civil Service Comciission. 

The detailing of enployeee to positions for specific 
periods of titae, together with the necossery follow-up and 
the observance of regular requlreaionto of euch details le 
controlled by the Esaployment Division, 

Wage and Claaslfication 

In addition to its raany enployiaont functions, this 
division contains a Wage and Classification Section, En- 
ployoes of this section maintain liaison with tho Wavy 
Department Area Wage and Glassification Office representa- 
tive and hie staff as well as management on all matters re- 
lated to osaployoes* classification. 

This aeetlon 1s responsible for conducting corres- 
pondence with the Kavy Department in order to obtain the 
approval for tho establishment of key positions which 
managenent may deetre to establish from time to time. 
Classification actions involving changes in grade, changes 
in position title, change of duties, prior to their sub- 
mission to the Area Wage and Classification Office, are re- 
viewed by this section. If and when desk audits of posi- 
tion descriptions are considered necessary, they are con- 
ducted by this unit, 

A continual "watch dog" control of all current posi- 
tion descriptions at tho Air i>tation is maintained by this 
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section in order to prevent Uio explx'atlon or dolMy in sub* 
sslssion of position descriptions, causing internal con* 
fusion end adverse effects on employee aaor&le* Prom time 
to time, this section is also called upon to prepare apodal 
reports concerning the classification of positions within 
the Air Station by the Area Wage and Classification Office. 
Cases of this nature are handled on an **lf the need arises” 
basis. 

Employment Counsel 

In addition to all of the above listed teclmical 
duties and responsibilities for which the l^ployment 
Division is responsible, this division serves as a source of 
inl'ormation at one time or another for practically all 
parsonnel on board the Station. 

The Employment Superintendent is available at all 
times to discuss employment problems with individuals who 
nay desire counsel and assistance or technical advice con- 
cerning existing regulations before they make personal de- 
cisions as to the proper coux'se of action they desire to 
follow in pursuing their government career. This advice 
and all advice of a similar nature is readily available and 
freely given. 

It is an established fact that inany perplexing prob- 
lema arise in employees' minds concerning their career as a 
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lodcr«l »ssploy 0 , and tmr« aro many tlmas wnon tha propar 
obsarvanoa ol taohnlcaXltloa and procedural athlos can 
oxpadita considerably the matters at hand* Xn times such aa 
thaaa« tha Employment Division is available for assistance 
and advice; all asployees are welcome to seek such help at 
any time. 



Critiolsms 

Tha Employment Section, and ospaoially the Employ- 
ment Superintendent is afflicted by the same curse that is 
anathema to su&uy government functions of this day and age— 
the lack of trained personnel but, in the case of tho Air 
Station, it lo lack of pex'soimul, trained or not. 

As the Industrial Bolutions Officer ie the ”opark 
plug" of tho section, the E'3ipio;^Korit Superiatondoat met 
fuminh ti» "fuel" in tha £ora of personnel to perfcc'a the 
necoooary functions to operate both his own section and the 
o tiler departments on the Air Station ca a wholo. Under 
exioting rules and rogulations, as promulgated by higher 
authorities, the Hmploy»:ent Super in tenciont is tremendously 
hundlcuppod in trying to "man" the personnel roquiromnts 
desired end requested by tiio operating dopartaents vchen 
he is so handicapped himself without having the necessary 
personnel to perform the required paper work on a single 
application blazik, that ie, unless the work i& so divided 
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that Uw t«n«Xlt» or opeoiaXlsation aro lost. 

I'or th« sactlon to oporato In the olTiclont saaimer in 
which It should, each of the various aeotions as Xistod 
shouXd have trained porsonnoX and apeciaXists In that par~ 
ticular XleXd« Each one an expert In his own right would 
bo the opitone ol' the neoessary i'unotionaX processing or the 
request and applications as they come into tiie section and 
ars distributed to the appropiete section. $uch an arrange- 
ment would certainly expedite the end product, a person 
hired, necessary Xor the Air Station to carry out its 
conaitments oX airci^art and trained aviation personnel 
capable of doing an assltpied Job. 

Since the Employwent Superintendent knows the idea 
or having an export In every billet is a dream or the Tar 
and distant ruture, he should try to satisfy the demands of 
the emergency by having people In these sections who are 
assigned to doing that particular work all of the time. 

Day in end day out and tlrrough the constant doing of the 
same particular task and phase of the work In processing of 
the applications and personnel forms they must necessarily 
become familiar with the existing and current rules and 
regulations. 

At the present tlt»c. the Employment Bupe rintendent 
is over-shadowed by that "bugaboo” of a ceiling on the 
niiaber of people he can employ, consequently he has to 
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blend and cosibine hit people into a workable unit in order 
to meet the denuu^ds oi the service. The work is done in 
Bore or lets a "potpourri” fashion with the entire procet- 
eing of tho ioirma being don# by whatever employee happens 
to be available at that particular moment. There is a con- 
tinual shifting and turmoil from one process to another. 

The pereon doing tho work, usually, is nsver quite stu*e of 
hla ground on some highly technical procedure involved in 
tho processing, they miat continually be searching through 
the manuals to verify their decisions. Ko one can accurate- 
ly estimate the amoiint of lost time and motion that ie 
spent in thumbing reference materials and in transient 
searching for information on Uie basic processes that would 
bo readily apparent to a person who iiias been assigned that 
particular phase of the process work. The addition of a 
faw typists and stenographsrs at the source of the employ- 
ment function would result and pay in full the dividends 
of more work output, more people hired, and more people 
satisfied with thoir lot in the service of the United States 
Government. 

Kow for the crux of the situation in the Fx^ployment 
Section at Cherry Point, North Carolina. - The Employment 
Saper intend ent hat to divide his attention between two big 
Jobs! Either one oi which is a "man-killsr" and will more 
than occupy the time of an individual if the aeslgnment Is 
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giv«Q tiia X'ull and propar troatnant. Tha ISEployaent r>upor- 
intandant isoat or all neads asslstanca* At; Uia praaant tiiia, 
ha Is runotlonlxi^ as tlio head oT the Entplojment Division 
andf also, acting as the ^powsr behind the tltu^ona” oi the 
Board of Civil Service Examiners* Ilia Employment Superin- 
tendent Is* by custom and usage* tha racorder of the Board of 
Civil Sarvioa Examiners but he shoiiid not ba given the 
responsibility for the mass of detail work and minor de- 
cisions that are a part of this particular Job* This should 
be a separate assignment and should be filled by a different 
person than the Employment Buperintandent . If the person In 
this Job zoakes an error In one of his daolslons in tha 
a stabll aliment of registers ( a list that contains tlia names 
of the applicants in the order in which they will be hired 
and pz*o»oted} nothing but absolute chaos can result. It 
was the author's exparianca to witness such an episode at 
one of the shore establishments* Such an event served to 
disrupt tha entire pz'ooaedlngs of tha Base* The largo 
number of people who were affected by the mistake* by and 
large* had gotten an advancement both in rating end pay* and 
had been serving in their new appointments for a few montha 
and* were obstensibly* doing th» Job according to standards 
expected of than. Then* like a bolt from tha blue* cams 
tha reckoning* The Civil Service Commission in Yifashington* 
D.C.* had to send out Investigating committees to ascertain 
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who WHS in wrror and placw rwaponslblllty for such wi occur- 
ronco. The TinsI analysis of tha situation was Uiat the 
Board of Civil Service Rxanlner* had not been properly 
briefed by the Recorder ( the Enploymont Superintendent ) and 
they had nlsjud^ed certain elements in the applicants* 
foraa to tl-irow the balance In favor of the employeee* pro- 
notion to a hli^ier level. Rad the mistake been found and 
rectified boforo the advancement had taken place the results 
would not have been quite so serious. But when a person 
has been given the promotion and has been serving in that 
job to the satisfaction of all the authorities concerned and 
as well as the average individual could be expected to 
operate* he is suddenly told that ho is not qualified to 
hold that particular job* it la quite a blow to a person*! 
pride and ego. The incumbents aro told that they do not 
have the proper qual If lost ions to fill the job and that the 
register is being adjusted because certain factors had been 
misjudged in the original decision. He is told that he is 
being displaced from his position by another employe©, a 
man wlio has passed over during the original ratings. *Die 
ais takas xaade by this x»artioular Board finally leveled 
themselves off into apparent tranquility among the employees, 
but that chain of events served to partially destroy the 
employoea* confidence in the decisions of that particular 
Board and it la the author *s ballef that all of these 
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aleundttratandlngs «nd hardships could hav« boon avoided had 
the recorder ol the Board taken enough tliae to accurately 
judge and interpret the Inloreatlon available to hln and 
properly instruct the people serving on Uie Board of Civil 
Service Examiners. 

The sususation of tl)e crlticiame of the Essploysient 
Division can be given In a few words- -lack of personnel. 

An addition to the section of a few good typists and 
stenographers. Procure an assistant for the Employment 
!>uperintendent and, most important of all* make a clean 
break between the functions of the Ebiployment Superintendent 
and the duties required by a person filling the billet In 
serving the Board of Civil Service Examiners. Such a 
division of the work would result In a smooth and reliable 
operation of a very important function of the Industrial 
delations Section. 



Rtaployoe Servioea 

The a«ploye« Relations Division or F»«ployee Rorvlces 
enters Into the everyday working life of the employee once 
he reports on board the Air Station for duty. This section 
Is designed to provide assistanoei advice, etc., in matters 
involving the personal problems of the civilian employees 
that arise in connection with their work. It, also, pro- 
vides them with personal services in an effort to make 
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their working conditions «nd their working environaont mors 
pleasant. 

!The Employee Services Section provides many personal 
services lor Uie oonvenience of the civilian personnel of 
the Air Station. Tiieee eervioes include such things as 
group insuranesf hospital plans* a caXeterla* a station news- 
paper* and various other welfare activities. The lack of an 
organised recreation program is the largest gap to be 
filled in tills section and will be discussed a little later 
in this chapter. 

This section adKinisters and directs the beneficial 
suggestion and award incentive program* stljeulatlng Interest 
and aupervlslng recossRendatlon of awards as a result of the 
program. 

The Employee Services Superintendent advises and 
assists managemeht in all matters and at all times in 
connection with matters affecting employee morale* recoasoend- 
Ing changes and corrective action* to reduce turnover and or 
control abeenteelem. Tills section maintains liaison with 
hlgiior sutiiorities, other Haval activities, other Federal 
agencies, and private organisations in connection with em- 
ployee relations end services. The section, also, maintains 
its own, files, records* and correspondence regarding em- 
ployee relatione and servloes* including clerical and 
etcnographlc assistance incident thereto. This is one of 
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the few seotlona on the Air Station Uiat ^las an International 
Bueinees Machine Ilecord Section records only aana loachinoe. 
Included in its organisation. This addition is, however, a 
result of the skill and ingenuity of one of the eisployoes 
in that particular section. He took the tlRe and devoted 
sufficient effort to learn tlie coding system and set up his 
own filing system according to IBM methods, using the IBM 
machines of other departments in his spare time and at 
slack intervals of the machines. 

ft i thin the Employee Services Section all of the 
clerical work on grievances and complaints is done. This 
work is highly exacting and much can be done according to 
a set schedule of regulations as sot up by the KCPI. The 
head of this department is a member of the Grievance Board 
that is set up by the Industrial F.elations Department to 
hear the complaints of those people that feel that they 
have been treated unfairly and are carrying their personal 
case to a higher authority. The Grievance Board is the 
highest level of appeal on the Air Station, if an employee 
feela that he Is still being treated unfairly after he has 
appeared before this board and stated his case, ho can 
still appeal one more step and that is to the Navy 
Departmont or to the Civil Service Commission itself. 
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Crltlotgaa 

Thtt crltlcisiaa of this particular section are few 
and far between. There i» only one fault in the organiza- 
tion of the Bmployee Services Section and that is the lack 
of an organized recreation program. 

The people within the section itself recognize that 
fault and are fully cognizant of the dire need for auch an 
addition to the Section at the earliest noment possible. 

The Base has faoilitlos for the welfare and health of the 
employees, but somehow in the press of oirotmstances their 
right to a recreation program has been completely overlooked. 

The Marine Corps Air Station, Cherry Point, Rorth 
Carolina, is so located that It is virtually impossible for 
the people who work there to make trips and visits to the 
closest towns for their recreation, and, after they have 
made the necessary long trip to reach these, and the author 
used the tom loosely, cities, Uioy find that whatever 
facilities that are available are Inadequate and crowded. 

The citisens that live in tlio areas immediately adjacent to 
any military establishment seem to take delight in raising 
the prices of everything to about double to idiat it is 
worth and looking down upon anybody in uniform or that is 
connected to the Air Station in any capacity. There is a 
crying need for a recreation program at Cherry Point. They 
need some one skilled in the setting up of a recreation 
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prOfiTusk, someone skilled in the orgenlsatlon and laaintenance 
of this recreation program for his would be a real job 
calling for every ounce of akill* finesse^ and ability that 
he possessed to keep the program running* 

This recreation leader or department hoed should be 
included in the Employee Belatione Section and be under the 
control of the Industrial Belatione Officer* The first and 
toughest Job the recreation leader would have is getting 
the proper facilities in idiidi to conduct his recreational 
activities* Althoiigh the Air Station is composed of thous« 
ends of acres of land and several hundred buildings, at the 
present time, under the stress of the Korean emergency, 
approximately all of them are in use either by the Marine 
Corps for housing of men and material or by the Kavy and 
Civil Service personnel for office space in which to conduct 
their daily routine of business* fJecondly, would be the 
struggle to get enough money approplatod to buy the neces~ 
sary equlpaont to carry on various and sundry games* However, 
in light of the profits from the civilian cafotaria and the 
civilian welfare fund that should not pose too much of a 
problem to tiie individual in charge of the program* His 
third big problem would be the recreation program itself* 

The number of people that are employed at the Air station 
numbers well into the thousands, they come from all walks of 
life* Among the ranks of the civilian employees are 
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repr»sont«d ssany dlfforant rac«s» colors, rollgions, und 
creeds, tiielr interests and likes are ac varied and widely 
separated as himanly possible. It would be a tro»iendous 
task for anyone to devise such a prograis that would appeal 
to alsttoat everyone. 

Dviring the author's last visit to the Air Station, 
Gharry Point, this particular waa discussed at groat 
length and it was brought to the auUior'a attention that 
the civilians themselves had gotten together and tried to 
organize n club and recreation progrea. They had recog- 
nized the existing need for some such outlet, some way In 
which they could relax and enjoy themselves during their 
"off" hours. But tho experljaent "went on the rocks" booausa 
of the diversified interests of tho various members of the 
organisation. No one was able to hit upon a happy medlm 
in which ell could shore and enjoy the privileges of a 
club of their own. Some of tho more religious members ob- 
jected to card playing, drinking on the premises, etc., 
while others wanted dancing or Bingo playing, finally to 
the relief of all the project completely failed and since 
that time no one J^ias made an attempt to set up or organize 
another prograia of that type. 

An addition of this sort would definitely add to the 
isorale of the average olvllian worker at the Air station. 

It would give hln some node of expending his excess energy. 



m 

*m^r — 



V m » ' 



* % 






• ■ 



'4k- S I ' O 

**A»' ^ ij|) ■» *-'“ 



# • 



» !• 



J- 



• ■ •■» •■•»''<• • 



« M» f « »" 



*■» 



« • If 



* 0 ^ Ife'" 



<*> <® 







• * 



MM If 



64 



It vculd &lso aerva to promote better relfttlouships on the 
Air Station Itself Ua’ou£h the nplrlt of toasi play and 
competition ar*cn£; the various departments of the Station* 
With e little cooperation from the higher levels, the 
approprlaticne of stifrioiont funds in which to equip the 
toans with the necoesai'v equlpaent , the provision of a meet- 
ing place of come sort in which to carry on their activities, 
end the oBtabllohasetit of a recreational progreua that would 
reach the most people would serve tiie purpose a<Snlrably. 

It is a well established fact that people would rather par- 
ticipate in eomethlng in which they have an interest and 
can feel that they, therasolvos, are putting across* If the 
recreation director handled the program in the r5.£ht manner 
the results of his work would soon bo apparent In the morale 
of the civilian population as a whole* 

There is another problem that exists at Cherry Point 
and could very easily bo brought to light in this particular 
section as it would fall into the realm of Employee Services* 
The problem as it exists ia a very thorny one* It is the 
problem of houalng, not only of the civilian but also of 
the Marine, officer and enlisted* Pue to the remoteness of 
Cherry Point, Korth Carolina housing is at a premium* The 
surrounding settlements are usually filled to capacity and 
have a waiting list tlxat wotild discourage even the most 
stout-hearted* 
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Tha Marina Corps Air Station does have a housing 
olTloe that serves oivllian and Marina alike but It Ixmctions 
only In the govermaant housing project known as Havelock* 
Korth Carolina* and* to the author's knowledge offers very 
little assistance to the Incoioing civilian worker or Marine 
other than to put his nano at the botton of an already over- 
loaded waiting list* 

The suggestion of a housing office to be operated 
and maintadned by the Industrial Belations Section has a 
great deal of nerit« It is not suggested that this particu- 
lar section operate as a housing bureau in cocspetition with 
the goveriuiient housing bureau as inalntalned by the Air 
Station* but it would perforsi Its functions as an Informa- 
tion bureau. The bureau could maintain liaison with all 
the surrounding towns and cities within commuter distance 
from the Air Station and be ready to lend a hand to the 
newly employed civilian or Incoming Marine. It would add to 
the prestige of U^e Industrial Belations Section to render 
this service and save many a person from an endless and* 
more than likely* fmitless search. The successful applica- 
tion of this service would serve to leave the newcomers 
more kindly disposed towards the Industrial Relations 
flection and put him in a more receptive frame of mind for 
the multitude of rules and regulatlona that would be thrown 
at him very shortly. 
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The author fool» that tho suggontlon cust bo ropoatod» 
tho housii)£ touroAU would only be ono of Information and 
aorvlce* Ihero would be no attesspt to establish listings 
and preferenoe standings for houses. The informtion of t^e 
location, the nus±»er of rooms, and other pertinent inl'orxsa- 
tlon would be given and then it would be Uie individuals 
responsibility to "carry the ball" from there. Once tho 
bureau started to establish priority listings, it would 
cease to be an information bureau and its continued opera* 
tion would tend to bocome so involved and complicated that 
its ciaintonance would unnecessarily burden the Industrial 
Belations Section with work that rig}:tly belongs elsevshere. 



The Board of Civil Service Ij^xsuninera 

Boards of United States Civil Service Examiners are 
author i£od anti charged with the rcoponsiblllty to ad- 
minister In an effective and impartial manner the per- 
fortnance of th© following functions, when authorised 
by the Regional Director, lor Group 1, 2, 3» 4* 
positions. 

1. Recruit workers. 

2. Determine eligibility with reapect to cltlsen- 
ship, a€8r:bsrE-of-ffemtly, character and suitability, 
age, and other eligibility factors. 

3. Construct to&ts, draft I’acrultment standards 
and prepare announcements for specific examinations. 

4. Investigate end verify experience and training 
records of applicants. 

5. Dotormino and cstalllsh veteran prcXerence. 

6. Examine applicants for ability to porforn the 
duties of tho specific Jobe for which they are 
being considered, also examine employees for pro- 
notion end reassignment aiid approve or disapprove 
such actions in accordance with current directives. 
Instructions and regulations. 

7* Establish lists of oligibles. 
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6» C«rtijTy •llgibleii Tor KavaX ttstablislwumts lor 
appolntfflontf raamployiaantj r«appointa«ntj» and ra- 
inatatamant. 

9* Audit aaXoctlona nada from cartlf Icataa. 

XO* Maintain liXaa of appXicationa x*ecalvad. 

XX. Prapara raporta for the CivlX Sarvlca KaglonaX 
Offica ond tho H^avy Papartmant aa raqueatad* 

Xhe functions oTar mhXch a Board of Uni tad Btataa 
CivlX Barvloa Examinara haa Jurisdiction wlXX ba parformad 
in an organisational unit daaignatad aa a "Board of U«B. 
CivlX Sarvlca Examinara Unit*" Xixc Board of Civil 
Sarvlca Examiners Unit aiXX organisationally bo within 
tho KavaX ampXoyaant office* Boards of U* 8* Civil 
Service Examiners will ba ox'ganisationaXXy attached to 
the Industrial BaXationa Division, or employment offices 
of Baval activities without Industrial BeXations 
Divisions, or under certain conditions to KavaX District 
Headquarters, as follows) 

At United States KavaX Shipyards and at other Naval 
activities of sufficient siae and so located with 
raspaet to other Naval activities and the labor market 
as to warrant the Board of U* 8* Civil Sarvlca Examinara 
will function through a Board of U. S. Civil Sox’vlca 
Examiners Unit which will be a part of the Employment 
Saotlon of the Industrial Relations Division* The Board 
of 0* S* Civil Servica Examiners that is responsible 
for the operations of ths Board of U* S* Civil Servica 
Examiners Unit attached to Industrial Relatione Divisions 
will be composed of the following members: 

Chairman* . .Civil Service Beglonal Director* 

Senior Kamber*..The Industrial Relations Officer or 
an Assistant industrial Relations Officer. 

Members* ..One or more civilian representatives free 
the operating departments and/or the principal other 
Naval activities served by the Board, not leas than 
three continuing members in all* 

Medical Member* • .Naval Medical Officer* 

Recorder* • •Civilian head of the i^^loymont Section 
of tiie Industrial Relations Division*^ 

The responsibilities and aut^iority of the various 
Board members are as follows: 

Chairman~->Tho Civil Service Regional Director, as 
Chairman of the Board, la responsible for: 



^aval Civil Personnel Instructions* Section 2?*3a* 
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1« Instructions to th« Board msebsrs vlth rospoct 
to tho perforiBancs of funetlons for which the Board 
la ro sponsible. 

2. Heview of the operations for which the Board 
is responsible to ensure that applicable provisions 
of the Civil Borvice Act, Rules and Regulations are 
coaplled with by tho Board and by the Saval activi- 
ties served. 

Senior Member.— f he Senior Member of the Board will 
perform such duties as the Chairman delegates, and be 
responsible to the Chainaan for administering the func- 
tions for which ths Board is responsible. For internal 
administrative duties, a.g., staff utillaation, good 
procedural layout, a£id goneral office administration, he 
is responsible to his coxsmanding officer. 

Members.— Members will advise end render technical 
assistance in ths performance of the Board* a functions, 
as requested by the Chairman or the Senior Member. 

(Thle particular section of the Board of Civil Service 
Examiners needs to have more careful and intensive 
briefing of their specific duties as they pertain to the 
processing of the infoxm:ation that is contained on an 
application blank of a prospective civilian employee.) 

Medical Members . —The Medical Members representing 
the Board at a Haval activity, is responsible for 
approving or disapproving the physical qualifications 
of applicants selected for sppointment, in accordance 
with instructions of the chairman of the Board. 

Recorder.— The Recorder of ths Board, under the 
supervision of the Beni or Member, will: 

1. Execute the policies and decisions of the Board. 

2. Administer applicable provisions of the Civil Service 
Act, Rules and Regulations. 

3. Supervise the Board’s operations in a manner that 
will ensiire expeditious and effective service. 

l(,« Instruct, supervise and train employees In perform- 
ance of their duties. (This is the one phase of the 
Employment Superintendents* work that has betn opMi to 
criticism by tho author.) 

5« Promote maxiaiua efficiency of operatione by appro- 
priate office layout and use of simplified proesdurss. 

6. Direct the recruitment of labor, including the 
preparation of material for examination announcements 
and othsr rscruitmsnt media, and give general super- 
vision in ths rating of examinations, establishment of 
lists of sXlglbles, and osrtlflcatlon of an adsquate 
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labor lorco for the Kaval activity aorvod by the hoard. 
Tbo Bee order will not actually rata examination papers. 

7. Maintain appropriate con tact a with Civil Service 
Commieslon ropreeentatlvea ar^i operating officials. 

8. Administratively direct the preparation and mainten- 
ance of records and reports* including a record of 
Board policy and decisions. 

9* Exercise direct technical supervision over opera tlone 
of detached representativoe of the Board and veteran*# 
information representatives at llaval hospitals udiere 
such representatives have been appointed. 

10. Servo as the recorder of the Board.’ 



Criticisias 



The above information is given in an effort to show 
how involved the Job of Recorder of the Board of Civil 
Service ISxatRtnere can really be* With one individual fill- 
ing both positions in their entirety Is almost a physical 
lisposslbillty. Ihe Employment Superintendent according to 
the KCPI le a meiaber of the Board and should be one of the 
guiding factors of that Board* but he* definitely* should 
not be expected to fulfill both posltlone without a great 
deal of aid and aeslstanee fz*om other sources. That faotor* 
assistance* is what ic Inciting at the present time at 
Cherry Point, North Carolina. Hla Job should be divided aa 
soon as possible and adequate assistance given hla so that 
he can make the best possible decisions and judgments from 
the information that is available to him. 



3 

Naval Civil Personnel Ins true t lone ^ Section 27-3-1-2. 
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Also* euch a »ov9 as tha one suggastod above would 
serva to glva the olvllian employoos of the Air Station who 
ere serving on the Board as active maabers of that cosaiiittae 
a chance to boooato aore fealXiar with the currant rules and 
regulations as the; are expected to Interpret them and 
their application to the qualliloations of any individual 
applying for a position with the United States Qovernatont. 

fhese active ne»bers of the Board are operative eai* 
ployees front the various shopo and departments of the Air 
Station. They are appointed to serve on the Board of Civil 
Service Examiners for a definite period of tlsie. Those 
people ara« usually^ froM tha upper lavals and skilled in 
the technical aapeots of their particular lines of endeavor. 
Vfhen there is a call for personnel cund the Board is put 
into session to pass on the qualifications of tha applying 
personnel^ they take the information that is included on 
the application blank by the applicant and from their experi- 
enoe« judgment > and backgroimd compare the information 
rendered by tha job seeker to the prerequisites neoesssiry to 
become eligible for consideration for employment. This 
part of the procedure IcnH too dlXTlcult for the Board 
members when the inforrmtlon given 1s '’straight down the 
alley" and compares very favorable with tho set standarda« 
but the difficulties bsgln to arise when there are oompari- 
sons to maka in tho type ol* experience^ tine spent in 
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comporftbl* Job8> other jobs that the applicant ml£ht have 
had In hie past history that would ^ive him some type or 
rating in the i'inal decision of the raters. Usually this 
part oX Uio processing procedure is wrapped up in rolls oX 
red tape and the ordinary civilian employee, without the 
proper Instructions would become hopelessly ontanglsd in 
this unwisldy mass oX Civil Servics Begulatlons. Whsn Uiis 
svent takes place and conXusion reigns among the membsrs oX 
the Board, mistakes are made. Mistakes that can have a Xar 
reaching sXXect on the management of the Air Station. 
Mistakes that would necsRsltate tlie calling in oX outside 
aid to unravel t!ie errors and do the extreasely unpleasant 
job oX placing the responsibility and pointing the linger 
or blame at the proper parties. 

The Board oX Civil Service Examiners serves a very 
useXul purpose in that it expedites request lor personnel. 
Its actions eavo time in procuring people to fill vacancies, 
process the application of the prospective gox^ernment em- 
ployee, and endeavor to give full and Impart iel treatment 
to all those that seed aid and assistance In gaining employ- 
ment with the government. 

The Adcilnlstratlve Office 

The administrative office servos the Industrial Ha- 
lations Section very efficiently and effectively. This is 
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the ono orflce in vehich the author could not Xlnd anythixig 
delinitoXy wrong* 

This oTllcoj as the neo&e Implies^ takes care or all 
or correspondence caid Tiling of the Inrorcatlon that Is 
channeled into the Section* Each Individual civilian era- 
ployee that is employed and currently working on the Air 
Station has a personal jacket which is kept up-to»date by 
errioiezit personnel or the section. Any bit or InTormation 
that comes Into the Industrial Helationa Section concerning 
the activities of an individual la immediutely Tiled in his 
own jacket for fut'oro refareziccs. 

ir the other sections ol' the Industrial halations 
Department and other departments on the Air j^tation could be 
made to function as well as the administrative ofrice of 
the Industrial halations Department the resultant increase 
in production, ofriciency and morale would surprise even the 
most pescimistic personnel of the atatlstics section in 
Washington, D* C. 
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CIlAPTEFl IV 



TiiE TBAIlflMO SECtlOH 

fhe fr«ini.ng Sootlon i« on« o£ the major divisions 
or tho Industrial Helatlons Section. As Industrial Hela- 
tions concerns itself with every phase of civilian activity 
on the Base« naturally civilian training becomes one of its 
I'lmdamontal rseponsibilities. Ths Kavy Department is 
vitally concerned with training its personnel, civilian as 
woll as military. Its approach to the training problem is 
very direct and comprehensive and embraces every level of 
civilian employment. The liavy Department lays down the 
broad basic plans of training which apply to all Haval and 
Marine Corps stations and activities. The several activi- 
ties make the local application in such detail and degree 
as the particular condition at the apooific Station warrants. 

The training division at Marine Corps Air Station, 
Cherry Point, Korth Carolina, has, since the establishment 
of the Station, been confronted with a most extensive need 
for all types of training. Title Station is a large indus- 
trial center, particularly in major overhaul and repair of 
Aircraft and Aircraft engines (multi-engined transports, 
night fighters, and jot type aircraft plus both typos of 
aircraft engines, e.g., jot end gasoline reoiprocating 
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engines }• Parsons with more than one htindred dUXarexit 
skills^ trades, and professional clasaif leations are employ^ 
•d on the Base* These range from oilers, packers, painters, 
throvigh electricians, electronics* experts, taechanlcs, 
engineers, teachers, and professional accountants, Ovor 
thirty-five hundred skilled and highly trained civilian em- 
ployees are needed to fill the many billets* 

The problem of providing trained personnel Is serious 
when one realises that the Air Station la located 150 miles 
from any large Industrial or educational center and 20 miles 
from the nearest city of any site* This Isolation is made 
more acute by the fact that practically all of the surround- 
ing area is populated with people who have hunted, fished, 
and farmed all of their lives and who have little knowledge 
of, or interest in mechanical skiUe or higher education, 
particularly as it is related to the industrial field* 

Xf the Station were to carry out its mission, the 
labor supply had to bo obtained locally* Xf local people 
did the work required they had to be trained, and trained 
In the fullest sense of the word* 

Directly after the war, in 191^6, plans were made to 
start three main phases of training: 

1* Supervisory Training 
2* Instructor Training 
3* Apprentice Training 
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Paper vlBory training 

At the ceaeetlon ol hoetllltles» pz'^aoticalX? aXX ot 
the clvlX aorviee persotmeX acting in a supeririaory capacity 
were or local origin> with XittXe experience behind thesi 
in aviation or ite e^ppXenentary rieXda or activities except 
that gained through their war tiwe service* 

They had, in many oases, been promoted very fast and, 
in most cases, promoted too iast * Under the emergency 
conditions that existed in ttze nation at that time they per- 
rormed their assigned duties in a corsmendabXe manner, but 
with the advent or more rigorous peace time requirements 
they raiXod to raeasvire up to the standards of perforBonoe 
08 desired both by the Navy Department and by the Civil 
Service Commlseion* 

In compliance with a basic training plan issued by 
the Navy Department early in 1946,^ all supervisors, some 
throe hundred or more in number, wore enrolled in an inten* 
slve training course to supplement the knowledge already 
gained by their war time service* The directive was 
adapted to the apparent needs of the Air Station and 140 
hours of instruction were provided under people who were 
proven experts in their chosen iiolds of endeavor* The 
program required 6 hours of instruction per week on govern- 
ment time* This particular period of time was arrived at 

^gyy Deportment Executive Order 48 , dated 11 
February 1^46 • 
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by «gr»«nient botveon th« in«tructorn and tho 4«part)s«nt 
hoads who would h&v« to releaao thwee peopi* to the clese 
room end a till hev# enough pereonnel evalleble to carry on 
tho funotlons and reaponslbllltiea or their departments* 

It was also pointed out by the educators that the amount of 
work that could be given to such a student body should be 
evenly spaced over a long period of time rather than thrown 
at them quickly* condensed and concentrated Into a steady 
schedule of study. 

The course was devised to cover the basic principles 
of supervision. It included such subjects as sianagement* 
organisation* human relations* industrial psychology* coat 
accoxmting* cost control* planning and work measux^emont . 
rpoclal instructions were given in the procedures and mark- 
ings of the government mex*lt rating system. Also the 
Civil Service* Federal employee* ax^d Havy Depax* tment person- 
nel rules* regulations* and directives were discussed to 
show the Individual supervisor their fxxll meaning and to 
inform him ox' the local interpretations so that he would bo 
able to act as an infoxwied counselor to the men employed 
imder hla direction. 

By the end of' 1950* all permanent status supervisors 
had either linlshed the course of training or were exurolled 
Uxeroin. The Air Station had* by this time* x*eached a 
point where there was a good* well-balanced supervisory 
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•taTf-- not th« best In Uie worXdt but certainly a much im- 
proved one. Experience plue training wac largely respowelble. 
The moBt notable fact waa that the taen were oura — not im- 
ported labor irom otiier Base*. They had been trained taind 
developed £rom local talent and were opex'ating ofriciently 
enough to receive praise irom the Commanding General oX the 
Second Marine Air Wing, Major Oeneral Louis E. Woods, OSMC. 

Instructor Training 

Again, when peace came, due to the rapid demobilisa- 
tion of the Marine Corps, the Air Station lost all oX ita 
trained military instruotora aiwi most oX its civilian in- 
structor personnel. With the dire pressure oX war and the 
draXt removed, tl-ie military personnel was relieved Xrom 
aotivo duty and returned to more peaceful pursuits and to 
their previous occupations. It became evident early that 
the remaining skilled pereorinel would have to serve as a 
cadre oX instructors and be pressed into immediate service 
to train other instructors. 

One hundred selected artisans (experts) in the criti- 
cal skills were enrolled in a course to teach them how to 
instruct others, particularly in the overhaul sections and 
on the production line in the main division of the Over- 
haul and Hepalr Department. By 1950, over two himdred and 
fifty persons lied been trained as shop and line instructors. 
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Th«s« peopla «a thoy completad the coura* ware used to 
•uppiement the regular group ot inetructors and thi» progrea- 
elve evolution of instructors still goes on at the present 
tlzae. The Air Station never seems to get enough trained 
instructors* One big reason is that their ranks are con- 
tinually boing depleted by promotions to positions higher 
in the chain o£ command such as planner^ estimator^ and 
supervisor* Over one-hall ol the supervisors on the Base 
at tile present time in the trades e.g.y mechanic, plumber 
and electrician, are ox-shop instructors* It seems that 
when one has trained himsell to train others he has, by 
doing 80 , learned one of the most valuable lessons in good 
supervision* This training is conducted on government time 
and at govornsent expense and has paid handsome returns lor 
the time and the amount oi money invested* 

Apprentice Training 

With the training ol supervlaors and instructors 
progressing well, the next logical step wae to set up a 
training organization to lurnieh the steady flow ol new 
skilled artisans and journeymen to do the work necessary to 
koep the material output ol the Air Station up to the re- 
quired standards set by the Bureau ol Aviation and the Navy 
Department • 

On April 1, X9kl» one hundred and lour civilians wore 
enrolled in the newly organized Apprentice Scliool lor 
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training in sovantonn dilTeront tx*ados. Tha oohool was as- 
tablishad on tho basis of a four yaar tour of duty for the 
stiu^ants. Tha miniitnim work requirarsents ware X'iva thousand 
four hundred and twenty-four hours of training in the shops 
on actual production work and one thousand eight hundred 
and eight hours in class room work. This is a ratio of 
three to one. It was put into practice by having the appren- 
tices in ths shops three weeks and in the class roosts one 
week each month. The shop work was arranged on a progres- 
siva and a rotational basis. Tho practical work was de- 
signed to cover every step and phase of the specific tx^de 
in which the student was apprenticed. The class room work 
covered the academic field. The students are given mathe- 
matics, English, science, history and civics, mechanical 
drawing, and trade theories. All students, regardless of 
their trades, follow the same coux^se for the first two 
years. In the last two years of the ourrlouluai the courses 
are sjmioialised in the several trades of the apprentice. 

The minimus educational requirements are those of an 
accredited twelfth grade high school. The achool was in- 
spected by members of the North Carolina IDepartaent of 
Education in the middle of 1947 and was duly acoreditsd as 
a twelfth grade high school. The faculty was surveyed at 
the same time and all of the full time instructors were 
found to meanux*e up to the standards approved by the State 
of Korth Carolina. They were given an "h” rating by the 
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»t«t« with tho r«oosnmendation that thoy would bo abXo to 
gain a position in any sciiool in ths sntire stato* high 
school or othsrwiss, 

Tho bulk of tho apprsntlcs students* over 65 por cent* 
are service veterans. They are mature men and most anxious 
to learn. Alter ono and one-hall" years of apprentice work 
it became apparent to all concerned with tho progresi that 
many of the students were progressing too fast to remain at 
high school level for four years. The entire sltuatioh was 
surveyed from an educational attainment standpoint and at 
tho end of two years such men as passed requiz^d examina- 
tions wore promoted to Junior College level and the in- 
struction was stopped up accordingly. A eerioa of ohecka 
and personal inspections by the Korth Carolina Board of 
Education resulted in recognising the work as being at 
Jmzior College level and accreditation as such as given to 
the Apprentice School in September of 1950. 

To date* four hundred and twenty men liave been en- 
rolled in apprentice training and eight-four liAvo been 
graduated. This program has been of imtold aid in the late 
crisis this past summer (the Korean situation when the call 
for firat line fighter aircraft more than tripled). The 
main departments throughout tho Air Station are very favor- 
ably impreseed by the Apprentice Training program and its 
end product* the akilled artiean. They now rely on it to 
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produce their skilled workers. Even tboujih apprentice 
training ie "earning while learning” and costs money, it ie, 
from the author*# experience# cheap at twice the price. The 
nation*# leading industries know this and practice this 
type of training to their advantage. 

Criticisms of the Training Section 

Ono of the sharpest indictments of our aodezvi educa- 
tional system that the cuUior can offer is that Q$ per cent 
of otn? money# time# curriculum and teaching Is clianneled and 
dlrectad to training and teaching for 15 pax* cent of our 
young people. The sooner we learn that 65 cent of our 
people isust live by using their heads and hands end that 
only 15 per cent live by their wits alone# the better o\xr 
educational plants will serve thslr intended purpose. 

Huoh has been done; much la still to be desired. To 
begin to meet the desired standards# promulgated by the 
Havy Dopartoient, the supervlaors nuot undergo still other 
courses In Supervisory Training. The basic principles have 
been covered# the ref Inements of their trade and profession 
as supervisors are yet to come and bo learned. The 
Apprentice School Is functioning# but thus far there have 
been placed within the shopa only eight-four apprenticed 
trained artisana. The goal for the entire Air Station 
should bo every artisan and every supervisor In the 
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Kiechimlcttl rields a trained apprentice « trained Journejnnan 
graduate ol Ui® apprentice program, and every helper enroll- 
ed in tlie apprentice training school. 

Prom a training standpoint, the Induatrial Belationa 
Department has received a great deal o£ cooperation from 
the Station administration and its several departments, but 
the author must critic lae ons thing. Xn fair weather and 
good times under so-called normal conditions there Is the 
Inevitable desire, on the part of the production departments 
and of adnlnietration, to minimise the training program and 
deprive it of essential financial aid and administrative 
personnel. This 1s applicable to nearly all big industrial 
establlahsents of the Kaval organisation, and ia, in the 
opinion of the writer, very short sighted and unfortunate. 
Such a situation has existed at Cherry Point in a relatively 
small degree, but it has existed and has served to work an 
unnecessary hardship on tho people concerned. It is a very 
difficult task to build up an organized and efficient 
training staff and training program. It is a very fragile 
thing, this efficient staff, and very easily destroyed. 

And it seems that the minute the training program of a Base 
ie slowed down by economic measures or for other reasons, 
an oiaergency is sure to follow and the rebuilding process 
must begin anew. This is one of the faults that has 
appeared within the overall administration of training at 
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the Mftrlno Corps Air Station, Cherry Point, Korth Carolina, 
Thl# condition la prevalent not only at Cherry Point but 
also in the Navy Department at a whole. The people in 
position* of authority recoenlae tha crying need for train- 
ing, but are reluctant to provide the necessary funds for 
the training program and to give auffloiently of the eo- 
called productive hours to provide the necessary tine for 
training. 

The foregoing condltlone are very sharply emphasised 

by the lates Navy Department Instructions in regard to 
3 

apprentlcoe. The fundamental status of an apprentice is 
an Individual with little or no ssechanical knowledge and a 
relatively small amount of educational background. 

«fhea the recent economy wave in the Arsied Forces, 
and especially the Kaval Pervicee, ca3?»e in (Louis JoJinson, 
Secretary of Defense), the standards for admission as an 
apprentice were raised very shas’plyj so high, in fact that 
80 per cent of the beat and most available apprenticeable 
matorlal was eliminated by both physical and mental exam5Lna- 
tions. In tlmoa of dire emergency, when personnol require- 
ments are at a premium, this situation is highly undesirabla 
and should be corrected as soon as possible by those in 



”/iPprentlco Training,** Kavy Department Circular 
Letter, Serial 109890, dated 3 October 1950. 
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authority* Th«r« should be a SirmXj established policy as 
regards training and little or no deviation should be made 
rroR it* as it is an expensive task to break it down and 
build the policy back up again to a productive standard. 

Xt is a chore that cannot be easily done over night when the 
need suddenly arises. 

So* we see that training in the Kaval ostablisliment* 
particularly in a constantly changing technological world 
is a continuous and necessary process. The Industrial Be* 
lations Section at Cherry Point is keenly aware of this 
need and is making progress to build up the Base’s training 
bo the highest degree possible in order to cope with the 
ever-changing technical scene. Xt is the belief of the 
Section tiiat a well trained employee who knows his job and 
sees a future of advancement in training ahead of him is a 
contented* satisfied* high morale part of tho organisation 
and la deoidoly an asset to the over-all efficiency of tlie 
institution. 

The development and training of people to do the work 
of an organisation is too iiaportant to be left to chance. 
Because of this* t^« policy of the Department of the Havy 
is that employees t^mXl be given tbm leadership and help 
needed in order to learn to carry on their work most 
effectively. Providing this leadership la an important 
part of the training section's responsibility. The 






Training Section Is, indirectly, responaible for meeting 
productions* demands through the effective and efficient 
use of the knowledge and skill of the employees under its 
direction. 

Before any training can be given an eiaployee he must 
recognise his own need to learn* It Is the duty of the 
training section to know the shortco«ings, and lack of job 
knowledge or skills that are a bar to production. It ie 
the author *s opinion that a bit more time of the appren- 
tice's training schedule should be devoted to the learning 
of hlo particular trade rather than spent In learning 
History, Civics, etc. 

Training that is well rounded and comprehensive will 
save much worr^r, confusion, and work lag. The pei’Bormel of 
every shop should be a well-rounded group who are capable 
of performing a talnlnuEi of about 80 per cent of the joba re- 
quired in that shop. Bottlenecks and production hold-upa 
will certainly occur in the shops If the personnel are not 
well trained and skilled In all areas and elcRonte of their 
trade. 

There Is one thing that cennot bo too strongly im- 
pressed upon the authorities at Cherry Point and that Is 
the existing msnporer shortage. The nation is, at present, 
only In the beginning of a mcblllcaticn stage, and already 
have a critical Kanpower shortage In practically every line 
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o£ Industry, »nd especlidly in the n«ronciutic&l flsld. 

In Uia pras«nt critical labor ehortagee practically 
avaryone or ths aviation trades is listed. The Air Station 
is not KOlng to be able to rill its needs Irom any outside 
source as far as skilled and trained individuals are con« 
corned. Thera is, in the vicinity oi' Cherry Point, a con- 
siderable pool ol labor, none of which is trained, and none 
or which is skilled. As tiae passes aiore and sjore tien will 
be called to the arsted services and the Air Station nay 
expect to lose a considerable portion or its present trained 
personnel. It is thereroro essential that It begins to 
take stock of Its people ii»»©dlately. It is very evident 
there will be a large influx ol r®» and untrained people 
Into the shops, the sooner plans for training procedures 
are developed et every level of supervision to handle In a 
syste:&atic, organised ssannor all of these new individuals, 
the greater will be the success snd ability to meet tlie 
situation that is now upon us. 

There is In the training organisation at Cherry Point 
a large body of apprentices. Throughout the past three and 
a half years they have adiiered In a fairly consistent manner 
to an effective program for the apprentices. As a result, 
all first and second class apprentices, who have benefited 
from two and a half to three and s half years of training, 
are fairly well qualified to do artisans workv Under the 
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pr«Bisure ol.' raotnt work loads due to the eraorgenoy In the 
Korean situation, there has been a tendency on the part of 
superYleore to ** chain gang" apprentice trainees to the spot 
where their services were needed to get the work out. This 
is a natural thing to do under the stress of an emergency 
situation, but it should be remembered that apprentices 
with less than two years of x*otational training tlirough the 
different areas and elements of their trades should not be 
Interrupted In their training. If this is done. In a short 
time you will find that the effectiveness of the apprentices 
has dsoreased noticsably. Let your fourth class apprentice 
and your third class apprentioo with only one year*s train- 
ing follow their assigned training prooeduro. Hot too much 
harm will be done to your second and first class apprentices 
who have had from 30 to 1^0 odd months of intensive training 
if they are channeled with spot work. 

If the training on-the-job of new personnel is 
carried out systematically and along well organised lines, 
the Air Station may be able to avoid going Into a vestibule 
type of training, such as was used in World War XI. This 
t 3 Tpe of training is uneconomical and should be avoided as 
far as possible. It must be realised that if the current 
training program is not carried out well and intensively 
the Air Station will be forced to do the vestibule type of 
training which is expensive and burdensome and has nevsr 
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m«t tho Approval ol line eupervlsion. 

Throu(^h the proper organisation and eupervlalon of 
training, the latent ekllle arid abilities o£ omployees asay 
be developed and the proper Job knowledge can bo taught, 
Bysteisatic training is a good investment which pays divi- 
dends in lower production costs. The quantity and quality 
of work produced in any shop can be sieaoured and controlled 
in a systematic training program, The attitude and aorale 
of esqjloyees is a groat deal bettor when they feel that the 
aotivity Is intsrestod in their betterment and their 
peraonal developnent as well as production demands. On the 
other hand, unorganised or bit-or-aies training can increase 
production costa to a very great extent. The coat of time 
not worked runs up very sharply. For example, while a man 
is wondering which tool to use next, or why the next pro- 
ceditt’e is necessaz^ that counts as time not working, Xf he 
would be properly Indoctrinated, and instructed, such 
pauses in Job performance would cease, as he would be confi- 
dent to carry the Job through to coB^letion without stopping 
for help, advice, materials, tools or general confusion. 
Other costly items in unorganised training are scrap, laia- 
used equipment, misused tools, misunderstood orders and 
directions, all of which one is well aware has existed at 
Cherry Point, 



CiiAPi’KH V 



TIi2 SAFETY SECTION 



The United States Marine Corpa» as an integral part 
of the Naval Establiahsient, is cocs^nitted to a poilcj of 
conserving «an poser and siaterial to the omximuit degree 
poseiblOt through the application of a cor^rehensive^ 
vigorous, and continuous safety program. 

The need for such accident prevention programs at 
Marine Corps activities has never been greater than at 
the present time. A review of Uie Marine Corps aotivl* 
ties accident experience for the past several years 
indicates that the amount of money expended each year 
to pay for industrial accidents is not in keeping with 
the Marine Corps policy of obtaining maximum return for 
each dollar spent. 

In view of the foregoing, it is imperative that 
oommanders of Marine Corps activities use every means 
possible to reduce the number of Industrial accidents 
occurring at their respective activities. Ths eervlces 
of local accident prevention personnel should be fully 
utilised in the accomplishment of this objective. A 
reduction in the number of accidents occurrix^; at 
Marine Corps activities will not orily ssrve to asinimlso 
the expenditure of Marino Corps funds for preventable 
industrial accidents but will, in addition, ellsdnate 
the human suffering that accompanies such accidents. 

Tradition demands tliat the Marine Corps become a 
leader in Uie field of accident prevention as it is in 
other fields of endeavor. This can only bo accomplished 
if each Marine Corps activity puts forth a whole- 
hearted, sustained effort to prevent Industrial 
accidents.^ 



The present emergency has resulted in a large increase 
in number of "Industrially employed** military personnel and 



^Marino Corps General Order 60, Indus trial Accident 
Prevention, (Washington, D.C.,; Govornaen’t Printing 5iiTceV 
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civilian ozsployaoa working In th» various activitlaa or tho 
Air Station# TUo Incroasa In expoauro, togsthor with tha 
fact that many of these new employees are untrained presents 
an Increasing problem in the field of accident prevention# 

It Is apparent that every effort i?»ust bo made by military 
and civilian supervisory personnel to prevent industrial 
accidents# 

The Safety Section of the Industrial Bolatlona 
Section is charged with the responsibility of serving and 
advising all departments of the Air Station on matters con- 
cerning the execution of the accident prevention program# 

It is the continuix^g policy of the Safety Section that maxi- 
mum protection be afforded all oiviXiane and military 
personnel of the Air Station against injury and conditions 
which produce hazards to health, personal injury, and 
property damage. The responsibility for prevention of acci- 
dents ie delegated by the Marine Corps and the Kavy Depart- 
ment to Cormanding Officers who in turn should re-delegate 
it to line officials in the o'nain of ooxamand. Executive 
direction, control, and advisory services should be provided 
by the Cocamending Officer and his staff officials to the 
extent necessary to assure prevention of accidents with re- 
sulting increase in efficiency and production. Experience 
lias conclusively proved that low accident rates are indica- 
tive of a higher efficiency rate of operation and production# 
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Th« Safety faction persormol la i««d« up ol; 

1. Tha SaToty Officar (Military) 

2, The Salaty Eni^inaer (Civilian) 

3« fafaty Inspedtora (Civilian) 

!{.• Indue trial Medical Olficer (Military) 

5* Ina true tore and Exarainera for Motor Vahiola Examining 
Progroa. (Enliated Paraonnal) 

6. clorical and Adisiiniatrative (Civilian) 



Tha Safety Section la made up of four major di visions, 
each division having a specific fiunction to perform to add 
to the over-all picture of safety for the Air Station. 

These foux> divisions, as given earlier in the paper, 

arat 

1. Safety Eneinaerlng Branch 

a. Develop, organise, and direct a oomprehenalve 
accident prevention progruo that provides for 
the integration and application of safety 
engineering techniques to all operations of an 
aeronautical shore establishment with the ex- 
ception of flight safety--all programs to be 
in accord with Havy Department poliolea speci- 
fied in KCPI 19C. 

b. Act in Staff advisory capacity to department 
heads and supervisors on atatters of safety 
engineering. 

c. Represent the Coxnandlng Officer and the Indus- 
trial Relations Section at management confer- 
ences and meetings on accident prevention. 

d. Collaborate with tho Fire Chief and Fire Marshal 
in solving problems relative to fire prevention 
and safety . 

e« Investigate all civilian and military accidents 
and deterodne the engineering and operating 
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factora involved so as to provide technical 
assistance to staJTf and operating; personnel In 
accomplishing proper accident prevention control* 

f. To render safety engineering guidance to depart- 
ment heads on all matters pertaining to plane 
end specifications for both new construction and 
alterations f aa well as in production and repair 
operations. 

g* Ooordlnata and implement the eye-pro teetlon and 
eye-corroctlon program and related accident pre- 
vention projects* 

h. Review and Investigate accident prevention 

beneficial suggestions that are submitted, and 
advise the station* e Committee on Awards as to 
tile safety value and merit of these suggeetlons* 

1* Collaborate with station department planning 

committess In connection with accident px’evention 
techniquas In shop operations and processes. 

J. Control the procurement of protective clothing, 
safety equipment, guards, etc* 

k» Cooperate with the iransportation Officer in 
initiating, setting-up, and maintaining a motor 
vehicle safety program, and provide technical 
assistance aa may be necessary* 

1* Asaiit the Transportation Officer in the conduct 
of the examination and Iseuance of 0* S* Kaval 
Motor Vehicle Operator’s parmits in accordance 
with KCPI 19C* 

m. conraltlng with the Automotive Accident Investi- 
gation Officer (Transportation Officer or his 
delegate), for the purpose of reviewing and 
analysing the vehicle accident reports and making 
recommendations to the Commanding Officer for 
prevention of a recurrence. 

n. Conduct with Security Department "spot checke" 
of vehicular and 'speclallzod* equipment to 
determine that equipment is maintained in safe 
operating condition and operated in a safe 
manner. 

o* Initiate programs to atimulato and maintain the 
intarast of the personnel in accident prevention* 
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р, Kftlntfiln liaison with othor Oovorment agsnolesy 
FodoraX Popartmonts, as well as pz'lvate organlua^ 
tlona in regard to accident prevention matters. 

r. Make surveys and provide technical guidance to 
military and civilian supervisors on accident 
prevention problems and control techniques, elth 
a view to discovering and correcting unsafe 
conditions and work practices. 

2. Safety Education Branch. 

a. Develop and promulgate to line officials safety 
standards and safe operating procedures for the 
activity. 

b. Condi:ot safety indoctrination and training 
through the medium of the Employee Dejjarksont 
Program and other conferences and meetings. 

с. Develop and maintain safety library, including 
training visual aids. 

3* Aooluont Analysis and Statistics Branch. 

a. Record occupational porconai injury joid occupa- 
tional disease cases. 

b. Record motor vehicle property damage cases. 

c. Receive, review, and check KAVI^OS Forms 107 snd 

108 . 

d. Prepixre RAVEXOG Forme 109, 110, 111, and 2ljli.9* 
and internal station reports. 

e. Analyzed personal injury and motor vehicle 
property damage accidents. 

f. Compile Injury and property damage statistics. 

1;.. Injury Compensation Branch. 

a. Interview of injured employees. 

b. Advise employees on compensation Act Benefits 
and claim procedures. 
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c. 



Proc«8» request and Inquiries on conponsatlon 
claims.^ 



These lour divisions eith their kindred duties do 
not quite cover the entire area that the Salety Section is 
responsible lor* There are the lunctlons ol the Industrial 
Medical Officer* While this particular operation la not 
considered a separate unit in Itself, it is a definite part 
of the Safety Section and should bo listed along with the 
other sections* The Industrial Medical Officer la oazrrled 
in the Safety Office for the following purposes: 

a* Collaborate with management, recruiting offlolals 
and military and civilian suporvisoro in the 
selection and placement of personnel to assure 
proper accident prevention. 

b* Collaborate with the Medical Pepartraent on occu- 
pational health and industrial hygiene, and make 
ooncitrrent recommendations to affected station 
departments concerning corrective methods with 
regard to conditions which are adverse to health 
and welfare of employees, both military and 
civilian* 

0 * To observe, examine, and certify those employees 
claiming service incurred disabilities for 
pension and retirement benefita**^ 



The first two branches of the Safety Section, the 
Safety Engineering Section and the Safety Education Branch, 
form the *^bone of contention** in this particular section. 



^* S. Department of lAbor, Safety Subjects (Vi^ashing 
ton, D.C., : Government Printing Office, ) # p • 105 • 
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Naval Civil Personnel Instructions, Section 27«7»1* 
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The aacond two units Into operation after aone accident 
has occurred. Their work is **alter the fact" and they are 
guidedf in the maln» by rather close rules and regttlaticns. 
More than likely any work in the field of iiaprowement, in 
the latter two seotiona* will have to come from outside of 
the Air Station Itself because all of Its directives como 
down from authorities higher tlrnn the local Air Station 
Commander « but for the first two units much can be done to- 
wards making Uiec work in a more efficient and productive 
manner. 



Criticisms 



It should be remembered that the prevention of work 
injuries is a relativsly new technique. Preventive 
effort by management rests upon the fundamental realisa- 
tion that such injuries constitute a serious waste of 
human and material resouroee. This realisation which 
gave rise to the Matlonal Safety Council* continues to 
be tho driving X'orce behind the safety movement. 

The technique of safety has been developed by trial 
and error and proven by results achieved. It can 
safely be said that while continued improvement and re- 
finement of method is to be expected the knowledge as 
to how to reach and maintain top safety perfoxtsanee is 
ample for the Job to be done] the problem is primarily 
one of securing adequate application of tried and 
proven methods. 4 

The public is becoming increasingly safety minded. 

In recognition of this fact the advertising of many 
leading fims is being devoted in some part to the 
effect of their products upon the safety of the public 



U. S. Department of Labor* Safety Rubjecta . Bulletin 
Ho. 67 (Washington* D.C.*t Govemmoni Printing Ol^llce* 191^4-} 

p. 5« 
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and to the a&£e conditions under which the product was 
isfide or tumdled. Conversely^ a bed saJL'ety record is 
likely to prove detrimental to the public good-will or 
any firm, and catastrophes --powder plant explosions^ 
mine disasters, or repeated amputations on power presses 
—react unTavorably upon the public at large. 

Fine safety performance can be of groat value in 
improving employee morale. Furthermore, the safety pro- 
gram itself is very valuable in fostering mutual under- 
standing and cooperation between management and men and 
among all members of the orgaxUsation. The oft-repeated 
saying, 'There is something about safety work that 
gets under one's hide,' expresses a vital truth. When- 
ever a management, any management Joins wholeheartedly 
with its eKq>loyee8 in tlie effort to eliminate injuries 
to them at their work, it does much to bring out the 
better side of the human nature ox' both.^ 



If really good practice in tlie elimination of prevent- 
able accidents is to be reached and hold in any establish- 
ment, top management must accept full and definite responsi- 
bility and must apply a good share of its attention to the 
task, just as it does to any other undertaking of vital im- 
portance. Every kind of work that men do involves some 
degree of hazard, and evoi*y uncontrolled hazard, if given 
time enough, will produce its share of injuries. But proper 
attention to sal'ety will result in the elimination of 
almost all the injuries that would othomrlao occur, regard- 
less of the industry, the type of operation, or the occupa- 
tion in question. In management is vested all authority, 
the dotorminatlon of policies and executive direction; from 

• ^Ibid ., p. 19. 
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OAna^eaont uuet cocio the drive ior sux'ety. aiust 

w&nt to eliminate Injui'ies badly enough to make accident 
prevention a vital part of all aotlvitios. Prevention must 
be given continuous attention along alth such matters at 
coat, quality, and production* 

fho fact that physical conditions in the workplace 
are the responsibility o£ management is obviovio. That 
it is always within the power or management to improve 
those conditions in a degree adequate to saTety is not 
so obvious, but it is just as true* Accident pre- 
vention is good bueineae, since the coat of accidents 
is always grsater than the coat of prevention* Thus, 
tho control of physical conditions to insure safe per- 
formance is well within the power and tho financial 
means of any firm or organisation that is able to con- 
tinue in production* 

A moment's reflection will make it equally clear 
that management, which must provide whatever training 
and supervision may be necessary to insure a level of 
worker performance adequate to satisfactory production, 
muat similarly accept responsibility for the control 
of work practloee essential to safety *o 

Tlxe relationship of safety to modern quantity pro- 
duction methods should be clearly understood* Quantity 
production rests upon careful plaixninf; for and accurate 
control of all operations. Worker Injury occurs only as the 
result of faulty planning or faulty operation and therefore 
a high degree of safety is a by-product of successful 
quantity production* Safety must be made an essential and 
an integral part of every operation and activity if truly 



b 

Harry U* Judson, and James M. Brdwn, Occupational 
Accident Pr evention (New York: John Wiioy and Sons, Inc*, 
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suco«stful qufin&itj production is to bo ottalned* Tbo truth 
or this statemont has boon denonctratod again and again by 
coBsparing injury ocourronca with tho day-by-day curva of 
production* "Tho tondoncy o£ the Injurloo to cXustor about 

•7 

the interruptions to production is most learked." 

At this point, it is well to siumnarise auch of the 
iorogoing by listing tho i:\mdamentals necessary to top 
safety performanoe* l^ey ares 

I* Proper nanagonent attitude. 

Management must be Intensely safety-minded. The 
prevention of injtirles oust be continually a part of 
the day -by-day thought and action of pleach mcBd>er of 
the executive and supervisory force.® 

At Cherry Point the attitude of the authorities ia 
somewhat lax. There are scattered programs started to 
bring the importance of sai’ety to the front, but they are 
relatively short-lived. At the Air Station among the 
civilians safety is something that is relatively unimportant. 
It hasn’t been pushed enough to make it a really live and 
going concern. It lu taken as a natter of fact. The 
Eafsty Section is organised for their benefit, so what, is 
the aitltudet It is their feeling that accidents are 
events that always happen tc the other individual. 

^Ibld .* p. 87 . 

^0. S* Naval Air Station, Safety hules and Regula - 
tions (Corpus Chris tl, Texasi 19iif)» p. !!>'." 
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Fi'Ok tho st&ndpoJlnt of the authorities* in the caaln* 
thej reel that Safety is a ninor function that will take 
care of Itaelf and consequently that particular ibnction ie 
tile firat to feel the cut when any appropriations are being 
cut from the budget or a reduction in force is taking place 
among the civilian eiaployeee. At the present tine tho 
Safety Section is understaffed for t>ie amount of work that 
la expected of it. There is one Safety Engineer* one 
Inspector in the Safety Section itself* however* there is 
a civilian with a comparable job carried in tho Overhaul 
ajjd hepalr Section of tho Air Station. lie performs rela- 
tively the sa!se functions in tho Overhaul and Repair 
Section as does the Safety llEngineor for the Air Station* 
with this difference. The 0 and K men’s work is concen- 
trated within that one main departmont while the Safety 
Engineer for the Air Station works wherever he might bo 
needed. 

A Base the else of Cherry Point could do well with 
at least three Inspectors to work under the supervision and 
direction of the Safety Engineer of the Safety Section. 

Also the two people mentioned should be combined so that 
they are under one head rather than being split as In their 
present positions. This would load to a better and nor# 
cerrpleto exchange of ideas. The Safety Section would be 
operating as a single unit Instead of a split faction* 
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consequontly th«y would bo «blo to givo a bottei* oovox*age 
to tho prograta of aocidont prevention' throughout the Baao. 

2 « Elinlnatlon of phyalcaX hazards. Their discov- 
ery and elimination to the loaxiaita degree oust be 
accepted as fundaeiental to good safety practice. 

Tfith the addition of more people to do accident pre- 
vention work, they would be able to oxeroioe greater 
oare In their Inspections and in search of the physical 
hazards to be eliminated. With the union of the two 
people mentioned there would bo better liaison In 
safety znattera and the people would be able to give more 
than a cvirsory glance at a situation before making a 
decision as to its potentiality aa a hazard to be 
eliminated or not. 

3. Control of work habits and practices. This 
control is also fundamental. It muat not, however, be 
considered a substitute for proper attention to physi- 
cal hazards. 

4. Organization for saicty. Regardl®,sf) of the 
form this organization may taice, the purpose to be 
accomplished is the development and raaintenanoe of ef- 
fective teamwork for safety Uiroughout the entire 
personnel, a joint effort to eliminate injuries*^ 

The author’s cuggestionc for the Safety Engineering 
Branch of the Safety Section are the addition of more 

people. Inspectors, to ease the burden on the Safety Engi- 
neer. The union of tho Safety Section of the Overhaul and 

Repair Section into ilu» Safety Section of the Industrial 

Relations Department, lastly, stimulate the interest of the 
higher echelons in order that the Safety Program might re- 
ceive its full due. Jjanagemeni responsibility can be fully 
expressed only through executive leadership, and this 
leadership must be supplied by top management. Otherwise 
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saXetj Kill bo rogardod a« aooondary or worse to whatever 
matters the ohler executive does concern hiasell with* 

The discussion has now arrived at the next major 
point in issue« the Safety Education Branch. This unit is 
equally important in promoting cafe behavior- -safe practices 
through Education of the ea^loyees* The detail involved in 
securing and maintaining a good standard of safe behavior 
among the employees of any given ostabllshment is very 
great* Yet, the basic procedures used are relatively 
simple. They may In brief as t tersts be set xorth as: 

a* Safety sducation— To develop safety oonsoiouanass— 
a vivid awareness of the importance of eliminating 
accidants and a mental alertness in recognising 
end correcting conditions and practices that might 
lead to injury* 

b* Safety training — Developing the worker *s skill In 
the use of safe work techniques and practices* 
o. Safety supervision— Supervision that teaches, exempli- 
fies, and practices first rate safety performance* 
d. Safety organisation— Devising, maintaining, and modi- 
fying as conditions require, a specific set-up to 
develop plant wide teamwork In the furtherance of 
safety* 

Safety educational work to be effective must be 
much more than an advertising caB^paign. At Cherx*y Point 
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they use auoh promo tlonal progrsias end devices «s slogans » 
stunts* pictures* posters* etc** but their programs need to 
be taken a great deal farther to achieve the desired re- 
sults* It is true that these items play a vital part in 
safety* but as it is true of all advertising* this type of 
proMotion siust be supplemented by intensive individual con- 
tact. Each workman must be stimulated and helped to weave 
safety into his own day-by-day aotivitlee* This means that 
the hazards of all operations muet be analyzed and safe pro- 
cedures established* Safety educational work limited to 
giving workmen general oautione and safety slogans without 
telling each one definitely what to do* what not to do* 
and why* are of very limited value. Few individuala will 
of themselves apply general principles or the wledom con- 
tained in a slogan to their own activities except eporadioal 
ly and in limited fashion* Detailed guidence and reasonably 
continuous pushing is needed idiich brings in the natter of 
safety training* 

Training Increases ono*s offsotlveness in doing that 
which education points out the way to do* Training in 
safety must be given as it is in othsr arts* by inetruo- 
tion* demonstration* and repetition under supervision* 
Fortunately* most men can quite readily be *sold* on 
the safety idea enough for them to want to work safely 
and with relatively little supervision. One of the 
most iaportant jobs facing safety minded management is 
to discover those men who have not responded properly 
to the safety education and training program* find out 
why* and either help then to overcome the difficulty or 
put them on work of inherently low hazard *^^ 



^^Harry H* Judson and Janes M* Brown, Op* cit *. p* 200 
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This typo or pro^rtun Is locking in the safoty 

program at Cherry Point. Hothing is non* along this lino 
in the nay oi accident prevention. The posters and pictures 
are put up on the biHletin boards and the safety regula- 
tions are written but that is as for as tlie program goes. 
There la no apparent effort to ”sell" safety to the individu- 
al. Too little time is spent in trying to put over the 
safety program in relation to the other functions of the Air 
Station. If more time and greater emphasis was placed on 
the subject the results of accidents woitld tend to lessen 
themselves considerably. 

Also the attention of the foreman on the job should 
be exploited in the interests of a safety px'ogram. It is 
evident that quality of supervision will determine effec- 
tiveness of training. 

The foreman is the key man in any safety program. 

He must see that safety is given its full share of 
attention in all that is done. Basing their attitude 
on thie fact» many managements have passed the entire 
reaponalbility for safety to their foreman^ but the 
job cannot be properly done in that manner. Manage- 
ment must not only see that proper attention be paid 
to safety by every staff member » but it must plan and 
direct tlio work* take an active interest in it* and 
toke wliatever action may be necesoary to discover and 
correct wealcnesseo. Securing competent oupervlsion is 
a major problem throughout industry. It is particular- 
ly true in the safety field. Only when asanagement 
assumes its full responsibility to train its super- 
visory personnel adequately in safety can first rate 
safety performance be reached and malntalned.^^ 
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Too many excellently plannefi plant eafoty programs fail bo- 
cbuae of the weaknoes of this vital link» and Chari*y Point 
is no exception in this instance. The supervisors share 
the same feeling of **?/ho Cares” along with the eraployeee. 
There ha© been no real effort brought into play to really 
make these people really safety conscious. They are given 
a brief course In safety education and training while they 
ai'o enrolled in the ?Jork Improvement Program in the Train- 
ing inaction School but it lo a step in the right direction. 
It needs to be supplemented with other and more intensive 
courses In safety. 

Another suggestion of the author for inoluclon in 
the safety program is the development of more active 
safety committees among tho civilian employees. It Ic 
apparent tiiat the major part of the safety work in any es- 
tablishment must bo done by regular organ laatlon, 
alUtough a safety engineer should be Included as a neces- 
sary part ol the staff in every large plant. Safety coa- 
Bilttees vflth worker repres^rxtatlon Imve boon very valuable, 
particularly in discovering over-looked haaarda and in 
etimulating employee interest. Directed by safety-minded 
management, ready to do its full part to make the employ- 
ment it offers fully safe, such groups can play a large 
part in eliminating injuries. The entire rosponsibility 
for safety, however, cannot be passed on to those committees 
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tii&n it can t 30 to Iho jtor«Rion* Only mantqteaiant cun 
provide the lendorship and executive drive needed. Safety 
•nglneera and safety onthuslaots who recoi«aond tliat safety 
comltteos he eet up wj^thout first Raking; certain tiiat the 
nsanagonent recognlsee the value eraJ liwitationa of safety 
comittaos, will find in many oacea that the coaciitteen ui'e 
ineffective. With nanageraent roeponeibility thoroughly 
understood and faithfully met« the coriiBdttoe organisation 
best suited to tho neeebi of the e^itablishment can readily 
bo determined. 

In Uie Safety Section there is the function of Um 
I ndustrial Medical Croup and, at Cherry Point, this unit is 
hardly Imown in name or otherwise, fliore Is no Industrial 
Hodical Officer other than a Navy doctor whose background 
ie in aviation medicine and his regular duties are those of 
a Navy flight surgeon. At the time of tho author last 
visit to the Air Station at Cherry Point ttio asslgnuent to 
the so-called Induetrlal Medical Officer duty wac being 
rotated ai*ound among the doctors available with no one 
being familiar with any phase of the work otPiOr than the 
phynical examinations of the people who had been recently 
hired. This situation should be alleviated as soon as 
possible for thsre is a cx^ylng need for soiaectke familiar 
with the ramifications of Industrial Medicine at tlio Air 
Station. With tho ever-increasing input of ©saployces at 
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the Air Station this probleia la growing more acute by the 
day* There should be soneono In charge of the program to 
give It meaning and continuity and, certainly not be run In 
such a haphazard Xaehlon as it le at the present time* 

Along the same line for discussion is the Industrial 
Medical organisation In the Overhaul and Bepalr department 
of the Air Station* This unit, the Overhaul and Hopair 
Department, employs the bulk of the civilian employees on 
the Station, and certainly should be better equipped to 
cop# with an emergency situation tiian it Is at the present* 
The current set up Is under the auspices of the Naval Dis- 
pensary aboard the Air Station and they have a sick bay In 
operation with a Huvy Corparaan on duty dui’lnf;, working 
hours. Tills man would be competent, of course, to take 
care of minor Injuries auch ae siaull cutP and bruises, but 
It ie the author*# opinion, that he would bo wholly In- 
adoouato to cope with a really bad Injury. Re would not 
have the knowledge or orpericnco to cisirry him through the 
emergency end by the time a Doctor could be brought from 
tho Rain Dir.ponsary It may be too lute to do the Injured 
man any good* 

The cuggcBtlon to erase tJiie dangerous situation 
where so Ktrty people »ro employed Is the Incorporation of 
a Navy doctor with a background of Industrial Medicine to 
be on duty at all tlsies during the day, or If the 
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•hortagts of tralnod doctors la so short that they cannot be 
spared, the substitution of a Navy nurse in conblnatlon with 
the Navy Corpsiaan, Tlxese people should be available at all 
times during working hours and during the hours of over 
time work when necessary to meet production requirements. 
Their availability would more than pay for itself if one 
life was saved or suffering alleviated. 



CHAPl‘23? VI 



SUMMARY Am CONCLUSIONS 

This thesis. In its introduction, posed these three 
questions: 

1* Why have an Industrial Relations Section? 

2. What are its purposes and duties? 

3« What benefits can be gained by the Karine Corps 
Air Station by such a survey as this? 

The author has attes^ted to answer these questions 
as the written naterial has progressed Iron one section of 
the Industrial Relations Section to another, critlclsias 
being given of that particular unit and the benefits that 
would Most likely result from the changes as suggested by 
the writer. 

The Industrial Relations Seetion at Cherry Point, as 
previously stated, ie a "going conoorn" and operating to the 
satisfaction of the higher echelons of oosmiand. But there 
are certain changes, additions of persoxuiel in the various 
sections, and corrections in the organisational structure to 
be made tliat would serve to increase the operations of this 
unit to a more efficient organisation whose main function 
of REfiVICE woiU.d inevitably result in the satisfaction, well 
being, and high morale of Uie majority of the civilian and 
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military popixlatlon of tho Air Station. 

On tho eurrace some of th« ehan^^as as surges tod by 
th« author may soam to h« a bit radloal, hasty, or too ax- 
panalva to bo practical for Inclusion in th© Industrial Ro- 
lations Bsctlon, for sxample, the oatablisliment of anothsr 
major department in tlis Industrial Relations Seotion, e*g«, 
tho statistical dspai't&iant with its expensive Installation 
of the necessary International Business Mac^4ino require- 
ments. Just frost a cursory glance, one would stop to think 
”Xs such a suggestion well founded?” ”Won*t tltte installa- 
tion be far more ejqpenslve and costly titan the services 
rendered?” Ihe writer says HOi Dsfinltely MOTi Buoh an 
event would be a long etep In tiie right direction towarde 
the ultimate goal of all organisations, zsllitary or other- 
wise, maxlmusi returns received for minimua effort and 
money spent. For the number of people presently ooiployod 
by the ?lavy Department at Cherry Point, currently about 
four thousand people, the aervioes rendered to the employees 
and tho time saved in giving this super service would more 
than pay for the cost of rental and operation of the 
machines. The results of tho services of a machine records 
section would be discernible iBosedlately. 

As for the other suggestions of additional persomiel 
to bo added to the different sections of the Industrial Re- 
lations Section they are definitely needed to carry out 



uo 



ad«quat«l7 duties assigned to that particular unit. 

Before any suggestions ior additional personnel were advanoed> 
the author corresponded and talked at great length with the 
people concerned In those particular soctlonst tha people 
who were actually doing the work required and who were in an 
excellent position to judge exactly what renedlal action 
was necessary to round out the nalfunctlone and personnel 
shortages of that Individual unit. 

Also before any suggestions as to changes in th/o 
organisational arrangements of the Industrial Holations 
Department were aiade^ the ideas were discussed with higher 
echelons of conasandt. and with the operating imits to aooer- 
tain if ouch cliangos would be feasible and agreeable to 
them, also what benefits would be derived from such changes. 

The answer to a great deal of the difficulties 
experienced by the various sections of the Industrial Re- 
lations Department is lack of personnel. It Is not just the 
lack of people. It is the lack of trained personnel to do 
specific Jobs within s given unit. Tiiosa jobs arc, at the 
present, not being done at all, such as the recreational 
program of the employee services unit, or aro being done by 
an Individual who ic already carrying his share of the work 
load and is unable to continually carry the strenuous re- 
quirements of a dual role such, as the Employiaent Superin- 
tendent acting in his own role and carrying the burdens of 
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tho Board o£ the Civil Service Examiners. There are other 
necessary iunctions that exist in name but are not being 
done in a aatlsl'actory manner such as tho Industrial Kedieal 
orricer*s duties. It is not the author's intention to be 
unjustly critical of those people, the Navy fjilght surgeons, 
who are now "doubling In brass" to fill the Job when tholr 
names appear on a watch list or duty roster. These doctors 
are doing as well as could be expected under the circim* 
stances but that situation should be done away with as soon 
as possible. There is a dire need for an Industrial Medical 
Officer at Cherry Point. If the exigencies of the service 
or wliatever factors are involved to make it iapoasible to 
furnish a doctor from the ranks of the Navy Medical Depart- 
ment with necessary requisites to qualify for the billet 
then, by all means, go outside of the service and get some 
one that is qualified. Put the Industrial delations 
Department recruiting in to operation and let them turn up 
a competent civilian doctor with the essential background 
of Industrial medical work. This doctor would be able to 
set up his own personal organisation and become thorou£;hly 
familiar with the requirements of the job. Under the 
present system one never knows from one day until the next 
what to expect, i^ho will be in the Safety ii^ection today to 
fill the job as tho Industrial Medical Officer? Will he 
know anything at all about the procedures of examination 
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for claiias of services Incurred Injuries? Will he know 
anything about the necessary physical requlrecionts that a 
person isuot have before he is eligible for certain Jobs 
within the scope of Civil Service? All of these are quee- 
tlons that must be answered with each new doctor that Is 
assigned to the Safety Section as the Industrial Medical 
Officer* He imst be briefed on what the current Civil 
Service Rules and regulations are. If he makes a mistake 
or gives a wrong diagnosis of an smployss claiming dis- 
ability from service and that civilian’s claim goes through 
the channels of administration as approved by the Medical 
Officer, that civilian Is in for a free financial rldo at 
the ©pcpenac of the governrient for quite a long period of 
time or it could be possible that such a pension could be 
drawn by a olairssnt for the dui’ation of his life time, and 
all from the insKperionce of one man. 

The author feels that he cannot reconosiend too 
strongly this addition to the staff of the Safety Section 
as scon as possible. 

If it is necessary to recruit from the outside, go 
ahead and do it, got that civilian doctor I Hie salary would 
bs more than taken care of by the prevention of one person’s 
death or the avoiding of such errors as mentioned above. 

This doctor cculd be a strongfactor as tha directing 
pewex’ behind much of the Safety Program of the Ease. The 



ei&ployeef could fool that thoy would bo aseured of compotont 
modical troatment at tho hands of an exporionced and quail- 
fiod doctor rather than to have to suffer through the In- 
oxporiencod zslnl storings of a Navy Corpsman if and when 
they were injured. 

In order for tho Industrial delations .Section to 
properly discharge its duties and responslbllitios in a 
sc^art rr.anner, with alacrity and dispatch; it Is felt by the 
author, by tho experts of the Naval Civil Service Prograa, 
and by the people in the operating units of the Industrial 
relations Section tliat these billets as listed below are 
necessary to operate at a high level of efficiency and to 
render their stock In trade— Service to the Individual . 

They are: 

1. Sctobllchront of the position of the iisrlstant 
Industrial Belations Officer as a civilian billet. 

2. Creation of a entirely a«w section within the 
Industrial Section, the statietlos dopartnont 
cc£!plete with an experienced statistician at its 
head and he be equipped with an up-to-date 
International Businees jsachinc set-up. 

3* The creation of a recreation eecticn within the 
Employe© p.ervices top&rtaont plus the iilring of 
an individual well versed in the Installation 
of recreation prograais. 



1}.* Tlie appointment of an assistant to the E^iployment 
Superintendent to relieve him from the stress of 
adiainlstratlve details and to give him more time 
to devote to affairs on the policy making level. 

5 . An immediate placement of an Industrial Medical 
Officer or civilian doctor with the proper back- 
ground, The Influx of so many \mtralned end un- 
skilled people into the operating departments of 
the Air Station since the start of the Korean 
Incident will make his Job extremely necessary. 
This addition should be made as soon as possible, 
repeat, as soon as possible. 

6. Inclusion of more Inspectors in the Safety 
Section. The work of these men Is extremely im- 
portant and is one of the necessary essentials 
of a good and reliable safety program. 

7. Usage of more clerical assistants in all of the 
offices of the various sections within the 
Industrial Relations repartnent. 

In his correspondence and in his visits to the Air 
Station at Cherry Point the writer has done all within his 
power to start the "wheels” of administration turning so 
that the changes and additions as suggested can he incorpor- 
ated In the Industrial Relations Section with as little 
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d»lay «« posBlbla. Xt is hia bailer that many of the ohangee 
wiiX be Inatalled at aosie Xuture date by those In authority 
as it ia apparent to all concerned that if the personnel 
are provided their sorvicos will soon result in that long 
strived lor goal, a really ofriclent organisation that will 
be the pride and joy of the Air Station at Cherry Point and 
the envy or military shore establlshaient elsewhere* 
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